University of San Diego

Digital USD
Dissertations

Theses and Dissertations

2003-05-13

Goddesses in the Union: A Qualitative Study of Women in
Leadership Positions in College and University Union Settings
Susan H. Payment EdD
University of San Diego

Follow this and additional works at: https://digital.sandiego.edu/dissertations
Part of the Leadership Studies Commons

Digital USD Citation
Payment, Susan H. EdD, "Goddesses in the Union: A Qualitative Study of Women in Leadership Positions
in College and University Union Settings" (2003). Dissertations. 715.
https://digital.sandiego.edu/dissertations/715

This Dissertation: Open Access is brought to you for free and open access by the Theses and Dissertations at
Digital USD. It has been accepted for inclusion in Dissertations by an authorized administrator of Digital USD. For
more information, please contact digital@sandiego.edu.

GODDESSES IN THE UNION:
A QUALITATIVE STUDY OF WOMEN IN LEADERSHIP
POSITIONS IN COLLEGE AND UNIVERSITY UNION SETTINGS

By
Susan H. Payment

A dissertation submitted in partial fulfillment
of the requirements for the degree of
Doctor of Education

University of San Diego

May 13, 2003

Dissertation Committee
Dr. Robert Donmoyer, Ph.D., Chair
Dr. Terri Monroe, RSCJ, Ed.D.
Dr. Kim Braun Padulo, Ed.D.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

© Copyright 2003

By
Susan H. Payment

All Rights Reserved.

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

ABSTRACT

GODDESSES IN THE UNION: A QUALITATIVE STUDY OF WOMEN IN LEADERSHIP
POSITIONS IN COLLEGE AND UNIVERSITY UNION SETTINGS
The student union facilities found on the m ajority of college and university
campuses w ithin the United States serve a variety of functions. Commonly referred to
as the "living room " of the campus community, student unions provide space for coc u rric u la r

e d u c a tio n a l

ex p erien ces,

stu d y

and

reflectio n ,

o rg a n iz a tio n a l

m eetings/business, retail operations, dining and entertainment.
The field of university union m anagem ent attracts individuals th at enjoy
w orking in com plex, high-energy environm ents w here learn in g and stu d en t
development are encouraged. Despite the overwhelming presence of wom en in today's
workforce, the realm of university union m anagem ent remains dom inated by men. A
"glass ceiling" appears to exist in this field.
The overarching purpose of this study was to better understand factors that have
lead to the scarcity of wom en in positions of executive director or director in university
union settings. This study did this by focusing upon the perceptions and experiences of
nine wom en who currently hold or have held the title of director or executive director
of a college or university union facility.
A qualitative case study/cross case analysis design was utilized for this project.
Following the collection of data through the use of a w ritten participant profile and oral
interviews with each of the respondents, case studies were constructed and presented in
a narrative form to allow the individual personalities of the participants to emerge. The
use of cross case analysis grouped the data into organized themes and provided a sense
of the patterns that cut across individual and particular contexts, resulting in the
emergence of trends that were significant to understanding this particular population.
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The respondents in the study did not perceive gender playing a significant role
in obtaining a union director position, though a careful analysis of the findings suggests
the hypothesis that gender m ay have had more of an indirect effect than respondents
perceived.

Some respondents did allude to encountering som e degree of gender

discrimination once hired to fill a union director position, but it appeared as if the nine
respondents in the study w ere successful in overcom ing a n d /o r m anaging this
discrimination. All found their jobs trem endously satisfying and believed they were
highly effective in executing the complex set of tasks that m ust be perform ed as union
directors. All respondents also indicated that they had developed ways to retain some
semblance of a private life in addition to their careers. Some respondents' strategies
appeared to be more successful than others' strategies, and it m ay be significant that a
majority of the respondents were not m arried and had no children. The intrusion on
private lives factor, in other words, may be a partial explanation for the appearance of a
glass ceiling phenom enon in the w orld of the union directorship.
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CHAPTER ONE
OVERVIEW OF THE STUDY

Background to the Study
The stu d en t u nion facilities found on the m ajority of college and
university cam puses w ithin the U nited States serve a variety of functions.
Commonly referred to as the "living room" of the cam pus com m unity (Fagan,
1996), union facilities provide space for co-curricular educational opportunities
(w orkshops, film s, speakers, etc.), stu d y and reflection, organizatio n al
m eetings/business, retail operations (bookstore, copy center), dining and
entertainm ent. In addition to serving as a source of comfort and communitybuilding, student unions may also be viewed as living laboratories, full of hum an
beings of different ethnicities, origins, socioeconomic backgrounds, etc. They
allow students, faculty and staff members to interact in an informal setting and
encourage learning outside of the more traditional classroom setting.
The origins of the college or university union can be traced to the debate
societies found in fifth century Greece (Swanka, 1997, p. 15). These societies
became the m odel for the debating societies that em erged at Cam bridge and
Oxford in the early nineteenth century. The Cambridge Union, for example, was
established to provide young m en w ith a forum for free and open discussion of

1
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"urgent political questions" (Butts, 1971, p. 3). It also served as a proving ground
for future statesm en and m em bers of Parliam ent as they w ere able to gain
valuable public speaking experience through their membership.
The union created at Oxford held a similar purpose to the organization at
Cambridge. In addition to its prim ary function as a debating society, however,
Butts (1971) notes that the society at Oxford was also view ed as, "a large literary
club, w here every opportunity is afforded to those desirous of im proving their
m ind" (p. 5). Oxford's debating society also offered a glimpse of w hat university
unions w ould look like in the future since Butts also notes that an extensive
library and m eeting space was available to its m em bership for both academic
research and recreational pleasure ( p. 5).
D ebating societies began to appear on Am erican cam puses w ith the
founding of the H arvard U nion in 1832 (Swanka, p. 15). W hile the original
concept of university unions as debating societies rem ained, the vision was
gradually expanded to include facilities for other student clubs, dining facilities
and m eeting and perform ance spaces. The term "university union" eventually
came to be associated w ith a building or facility, rather th an a group or
organization.
In 1896, H ouston Hall opened its doors on the University of Pennsylvania
campus and is recognized as the first university union established in the United
States. The facility featured student offices, an auditorium , dining rooms and
lounges and served as a m odel for similar structures that began to appear at
other cam puses thro u g h o u t the country (Yates, 1992).

H igher education

institutions included in the Big Ten Conference (e.g., Michigan, Indiana, Iowa
and Wisconsin) built unions as war memorials to those lost in W orld W ar I.
2
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The scope and purpose of program s and resources offered by college
unions continued to evolve throughout the tw entieth century. In the 1920s,
union events included lectures, art exhibitions, recreational tournam ents and
dances (Carlson, 1989). During W orld W ar II, unions provided meals to military
units, sponsored Red Cross training program s and served as a social outlet for
military cadets (Ketter, 1989).
The end of W orld W ar II and the introduction of the G. I. Bill resulted in
an enrollment boom and a need for additional facilities, program s and services at
m any institutions. This educational explosion resulted in the construction of a
m ultitude of college unions on both four-year and two-year campuses. By 1949,
there were approximately 150 unions on campuses throughout the United States.
W ithin tw o decades, this num ber had ballooned to nearly 600 (Butts, p. 93).
Swanka (1997) notes that the majority of college unions currently in operation
were built betw een 1950 and 1970 and are indicative of the significant grow th in
the union movem ent during this period.

Statement of the Problem
The literature that details the history and philosophy of the university
union m ovem ent is lacking in one prom inent area: the presence of women. From
their earliest inceptions at Cam bridge and Oxford, union m em bership was
restricted solely to m en (primarily because institutional enrollm ent was limited
to males). This pattern was repeated as unions were established in the United
States, even on co-educational campuses.

3
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For example, use of the facility currently know n as the Old U nion at
Stanford U niversity w as restricted to m en in the early 1900s.
" c lu b h o u s e "

w as

c o n s tru c te d

fo r

f e m a le

A separate
s tu d e n ts

(http: / / w w w .stanford.edu/hom e / welcome / campus /oldunion.htm l).

T he

Indiana Union (on the Indiana University campus) was originally established as
"the m en's union" in 1909. It w asn't until 1952 (after a year of "lively debate")
that female students were adm itted to the Union Board and allowed to actively
p a rtic ip a te

in

th e

g o v e rn a n c e

of

th e

u n io n

and

its

a c tiv itie s

(h ttp : / / w w w w .im u .in d ia n a .e d u /a b o u t th e im u ./h is to ry .h tm l). At the
U niversity of Michigan, the M ichigan U nion w as form ed in 1904 as an "all
inclusive organization, focused on providing feelings of unity for m en on
campus." Women were able to enter the union building only through a specified
entrance and w hen accom panied by a male escort.

A separate facility (the

Michigan League) was built to serve as the social, cultural and recreational center
for female students. W omen were denied equal access to the Michigan Union
until 1968 (http: / / w w w .um ich.edu/ ~ m union/).
The evolution of wom en in professional roles in university union settings
followed a similar path. As union program s and services diversified during the
1930s and 1940s, wom en began to serve as social directors and helped to plan
activities (Ketter, 1989). W hen male staff m embers left their positions to join the
military during W orld W ar II, wom en entered various staff positions, including
union directorships. This progress proved to be tem porary, however, as m any
wom en were forced to resign their positions w hen m en returned after the w ar
(Smith, 1989).

4
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Since the 1950s, wom en have slowly begun to achieve union directorships
at facilities on cam puses throughout the country. M any entered the field as
program coordinators or directors of student activities and gradually assum ed
additional responsibilities that w ere associated w ith the union m anagem ent
(Swanka, 1997).

W hile the college and university union philosophy today

advocates the holistic developm ent of all its student inhabitants regardless of
gender, an apparent contradiction is evident in the lim ited num ber of female
staff m em bers w ho hold the title of director or executive director of union
facilities in the United States.
The annual salary survey conducted by the Association of College Unions
International (ACUI) for the year 1997-1998 revealed that wom en held only 29.4
percent of union directorships or executive directorships and that male union
directors earned up to 19.1% more than their female counterparts. The study
also noted that the highest representations of w om en w ithin a college or
university union setting w ere found in positions that w ere m ore clerical in
nature, including scheduling and reservations m anagers, inform ation/ticket
center m anagers and promotions or m arketing managers (ACUI, 1998).
The field of university union m anagem ent attracts individuals who enjoy
w orking in complex, high-energy environm ents w here learning and student
developm ent are encouraged. Union directors face crises on a daily basis and
typically w ork m ore than forty hours per w eek (including evenings and
weekends). Despite the overwhelming presence of w om en in today's workforce,
the realm of university union m anagem ent remains dom inated by men. The data
generated by the annual salary survey adm inistered by ACUI reinforces the

5
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existence of a "glass ceiling" in the field. There is a need to better understand the
factors that inhibit and facilitate wom en serving as directors of university unions.
U nfortunately, previous research related to w om en in the field of
u niversity union m anagem ent has been extrem ely lim ited (Swanka, 1998;
Swanka, 1997; Mercer, 1990). Instead, a large num ber of studies have examined
the career paths of female senior student affairs officers (SSAO's) which may or
may not have included time spent as a union director (House, 2001). Additional
studies have focused on issues such as balancing a career and a personal life,
m entoring and professional development for female student affairs professionals
(Blackhurst, 2000; Nobbe & Manning, 1997; Padulo, 2001; Twale & Jelinek, 1996;
Wilson, 2000). A lthough these studies have proved useful, a definitive need to
system atically stu d y the pioneering w om en w ho have successfully held
directorship positions at college or university unions w ithin the United States is
evident.

Purpose of the Study

The overarching purpose of this study w as to better understand factors
th at have led to the scarcity of w om en in positions of executive director or
director in university union settings and factors th at m ight contribute to
changing this situation. This study did this by focusing upon wom en who have
been successful in w hat traditionally has been a m an's w orld. Specifically, the
study exam ined the perceptions and experiences of nine wom en who currently
hold or have held the title of director or executive director of a college or
university union facility.
6
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P a rtic u la r a tte n tio n w as p a id to the p a rtic ip a n ts ' ed u ca tio n al
backgrounds, personal lives, career goals and aspirations and the perceived
im pact gender has played on their ability to succeed in the field of university
union m anagem ent. This study did not attem pt to define a "typical" female
university union director, prim arily due to the individuality of each union and
the inconsistency in the flexible nature of the activities and events that occur at
each site. Instead, it considered the significance of apparently salient factors in
the unique context in which female union directors worked.
W ebster's N ew Collegiate Dictionary (1975) defines a goddess as "a w om an
who is widely adm ired or imitated, especially for her beauty." This definition
may be easily applied to all of the subjects included in this study. Due to their
leadership, intellect and service to their respective cam pus communities, they
have earned the adm iration of both colleagues and students and their "beauty"
transcends mere physical attributes.

Research Questions
The following questions were used to guide this study:
a.)

According to the female university union directors' perceptions,
w hat effect, if any, has their gender had on their ability to obtain a
d irecto rsh ip positio n w ith in the field of u n iv ersity u n io n
management?

b.)

According to the female union directors' perceptions, w hat effect, if
any, has gender played on their ability to succeed w ithin the field

7
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of university union m anagem ent following their prom otion to a
directorship position?
c.)

According to the female union directors' perceptions, w hat effect, if
any, has their decision to pursue a career in university union
m anagem ent had on their personal lives?

Methodology
A qualitative research orientation w as used to guide this study. Data
w ere obtained th ro u g h the use of a w ritten particip an t profile and oral
interviews w ith each of the nine participants included in the sample. Individual
case studies were constructed in order to understand the personal experiences of
each of the respondents and gain an in-depth view of their roles as union
directors (Rubin & Rubin, 1995) and, more specifically, their perceptions of how
gender has im pacted their acquiring their positions, their ability to succeed in
their positions, and the impact their positions have had on their personal lives. A
cross-case analysis was also completed in order to examine the data in aggregate
form and to begin to look for patterns across contexts related to the three
research questions articulated above.

Delimitations and Limitations of the Study
Delimitations
This study focuses upon the experiences of a small num ber of respondents
from similarly sized institutions in selected regions of the country in which there

8
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is a relatively com m on philosophical orientation: su p p o rt the university
community and the holistic development of students.
Limitations
The m em bership directory of the A ssociation of College U nions
International (ACUI, 1999) served as the sole source for the identification of
possible participants for this study.

A dditional professional organizations

related to higher education adm inistration (such as NASPA, ACPA and NACA)
were not considered due to the w ide variety of positions represented by their
m em bers.

This decision, how ever, m ay have resulted in the exclusion of

different sorts of respondents and as a consequence, limited the range of insights
this study m ight have provided.
The sample also included only wom en that had achieved success in the
college union field (i.e., had obtained a director or executive director position
and for the majority of the sample, held the same position for two or more years).
W omen that had considered union m anagem ent as a viable career option and
had failed to secure a directorship were not considered. While the stories of this
second unsuccessful group w ould undoubtedly have been significant in their
ow n right, the focus of this project was lim ited to w om en that had m et the
criteria for success that served as param eters for this study and who agreed to
participate in the project.

N ine of eleven w om en identified as possible

participants through sampling strategies detailed in Chapter 3 agreed to serve as
respondents in this study.
All of the wom en included in the study were em ployed at fairly large,
public, four-year institutions (averaging m ore than 10,000 students). While
unintentional, this occurrence m ay have limited the diversity of their experiences
9
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and also im pacted the overall effectiveness of the cross-case analysis approach
th at w as utilized.

Efforts m ade to identify additional subjects th at w ere

em ployed at tw o-year or sm all/p riv ate institutions in order to diversify the
sam ple and include data from individuals associated w ith a greater variety of
sites proved unsuccessful. The significance of the "clustering" of participants at
institutions that w ere sim ilar in size and scope is addressed in the findings
section of this document.
The use of oral interviews as the prim ary source of raw data m ay have
limited the depth and breadth of the responses provided by participants. Their
perspectives could have proved to be overly subjective or introspective, thereby
dim inishing the possibility that common them es or sub-topics w ould emerge.
The awareness of this potential allowed for an increased sensitivity to how the
values, attitudes and understandings of both the researcher and the participants
evolved throughout the duration of study (Glesne, 1990).
The role of the researcher posed several potential liabilities to the internal
validity and objectivity of the study. While the researcher's experience in the
field of student activities allowed for increased access to the participants and
sites and the developm ent of tru st relationships w ith each subject, it also
presented the opportunity for increased levels of subjectivity to influence both
the data collection and data analysis phases of the project (Peshkin, 1988). This
probability was dim inished through the purposeful selection of subjects from a
group in w hich the researcher is not a member, and w ith w hom the researcher
had lim ited prior contact. While I m ay w ork in a university union setting, I am
not a union director.

10
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Finally, the external validity - as traditionally defined - is problematic due
to the lim ited num ber of respondents who were studied. Rather than thinking of
external validity or generalizability in traditional ways, how ever, this study
conceptualized generalizability in the psychological sense described in Chapter
3. In this respect, at least, the study has more in common w ith such traditional
hum anities disciplines as anthropology and history than w ith traditional social
science.

Significance of the Study
This stu d y is h elpful in u n d e rsta n d in g how som e w om en have
successfully negotiated terrain in which w om en in general have been less than
successful. Their perceptions of barriers - or lack of barriers - in attaining their
professional positions, of factors that contributed - and interfered w ith - their
success on the job, and how they m eshed professional responsibilities w ith
aspects of their personal lives should provide valuable insights for both scholars
in the field and im portant humanistic understanding for other practitioners.

11
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CHAPTER TWO
REVIEW OF THE LITERATURE

The initial literature review entailed exam ining w ork in five areas:
w om en in higher education adm inistration, university union m anagem ent,
lead ership/m anagem ent styles, m entoring and role m odeling, and w om en's
history. Following the completion of the pilot study in Spring 2001, the topics
w ere expanded to include (a.) training, education and career developm ent
opportunities available to university union directors and (b.) the concept of
"balance" for w om en in the American workforce.

W omen in Higher Education Adm inistration

The m ajority of the literature related to w om en in the field of higher
education adm inistration was produced during the past three decades (House,
2001). Some of the topics addressed in studies conducted during this time period
include career satisfaction among female student affairs officers, perceptions of
sex discrim ination, reasons w om en leave the field and possible influences
affecting w om en's attainm ent of desirable positions. While the bulk of materials
related to this topic do not specifically identify female union directors as research
subjects, some of the studies did include union directors in their samples. In
addition, the experiences of wom en in higher education adm inistration appear to

12
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have a num ber of characteristics (regardless of position or title), that are similar
to the experiences of the wom en interview ed for this study (see for example,
Blackhurst, Brandt & Kalinowski, 1998; Blackhurst, 2000a; Blackhurst, 2000b;
Burns, 1982; Earwood-Smith, Jordan-Cox, H udson & Smith, 1990; Nobbe &
Manning, 1997; Twale & Jelinek, 1996; and Wilson, 2000). These characteristics
include varying levels of career satisfaction, difficulty identifying female mentors
and / or establishing collegial relationships w ith co-workers of the opposite sex,
inequities in pay and issues related to balancing professional and personal roles.
N idiffer and B ashaw 's (2001) collection of essays entitled, W o m e n
Adm inistrators in Higher Education provided both historical and contem porary

perspectives of female administrators in higher education. The authors appeared
hopeful about the future even as they dispelled past problems: "As role models,
the leadership of today's w om en undoubtedly serves as inspiration to untold
num bers of other wom en on campus" (p. 5). Unfortunately, the chapter written
by Jones and Komives noted that the presence of wom en has increased in nearly
every student affairs category except in positions reflecting "a broad span of
leadership, supervision and budget authority (e.g., residence life, student union,
admissions and senior student affairs officers), w ith student union directorships
increasing only 7% between 1980 and 1985" (p. 236).
Holliday and Marshall (1987) described the climate for w om en in higher
education adm inistration as "chilly" and noted that a bottleneck of w om en in
m iddle m anagem ent positions prevented advancem ent to higher levels. They
also observed that the high visibility of the few w om en in vice president,
chancellor or presidential roles created the false perception that w om en held a
significant num ber of these positions, w hen in fact, they do not (p. 96).
13
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Blackhurst, Brandt and Kalinowski (1998) found that the organizational
com m itm ent and job satisfaction of fem ale stu d en t affairs officers w ere
d e p en d e n t u p o n such career d evelopm ent variables as p o sitio n titles,
educational level, the num ber of years subjects had held their current positions
as well as the num ber of years they had been in the field. A subsequent study by
Blackhurst (2000) attem pted to determine if any significant changes had occurred
in the areas of gender equity and attrition rates of w om en in student affairs
positions during the previous decade. Although the findings noted an increase
in the level of career satisfaction for participants, the results w ere off-set by the
responses given by w om en of color included in the sam ple w ho typically
occupied m id-level positions and perceived m oderate to high levels of sex
discrim ination.

Examples included inequities in pay, being asked to w ork

additional or longer hours than male colleagues, being provided less support
and being assigned less visible or rew arding tasks.
Journal articles have also identified potential "stepping stones" that
w om en could consider to help ensure their success in the field of higher
education adm inistration.

L unford's (1984) study of 147 m ale and female

student affairs officers found that a com bination of academ ic training and
practical experience helped them to achieve their current positions. EarwoodSmith, Jordan-Cox, H udson and Smith (1990) recom m ended that females in the
field should obtain a terminal degree, gain expertise in a particular area and then
become a generalist, build a netw ork through involvem ent in professional
organizations and develop outside interests to help prom ote balance betw een
their w ork and personal lives. This path is similar to the tim eline offered by a
num ber of the female union directors included in this study, w ho encourage
14
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young wom en to finish their education, establish a professional network, become
involved in their surrounding communities, identify hobbies or interests and
make time for family and friends.

University Union M anagement

The grow th and developm ent of the university union m ovem ent in the
United States has been docum ented by both Butts (1973) and Berry (1984). Each
author exam ined the gradual transform ation of student unions from male
debating societies to m ultidim ensional facilities that offer spaces for study,
recreation, dining and co-curricular activities. These works dem onstrated the
fundam ental shift of college and university unions from all-male organizations to
integral components of campus communities that foster the holistic development
of students and professionals and prom ote learning outside of the classroom
(Fagan, 1989; Levitan & Osteen, 1992).
Records and publications distributed by the Association of College Unions
International (ACUI) proved to be invaluable to this study.

Salary surveys

conducted over a twenty-year time period (Clay & McMillan, 1974; Delahunty,
1986; ACUI, 1994) docum ented the lim ited increase in the num ber of wom en in
union directorships and the notable difference in pay betw een male and female
union directors.
Articles featured in the ACUI Bulletin further solidified the definitive
presence that student unions continue to hold on college cam puses and the
significant roles that unions and their staff m em bers play at their respective
institutions. A survey adm inistered in September 1994 (Shindell & Pirelli, 1995)
15
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m easured the perceptions of 114 university presidents a n d /o r chancellors and
their understanding of their college union's mission or function. Sixty percent of
the respondents felt that they were aware of their union's m ission statem ent
prior to receiving the survey and 90% thought their union's m ission statem ent
supported their institution's overall mission in an appropriate manner.
Possibly the m ost significant finding of the survey w as this: data
contributed by union directors from the responding institutions indicated that
individuals in directorship roles were prim arily white m ales w ith a graduate
degree. The presidents and the union directors also ranked current cam pus
issues that union program s and services could aggressively address. The top five
in clu d ed the re te n tio n of stu d en ts, the rec ru itm en t an d rete n tio n of
underrepresented populations, alcohol/drug/substance abuse, student apathy
and inadequate services and program m ing for com m uter and non-traditional
students.
Articles focusing on the presence of w om en in the realm of university
union m anagem ent were virtually non-existent. One exception was a 1993-1994
series of articles in the ACUI Bulletin entitled, "Profiles of O ur Profession," which
exam ined the career paths and experiences of various stu d en t union and
activities professionals at ACUI m em ber institutions in the United States. Two
wom en w ere included in the series (Parent, 1993; Parent, 1994). Both w om en
noted that they had never planned to become a union director. Their decision to
enter the field was based upon their undergraduate experiences and w hat one
wom an described as a "happy accident" (the opportunity to fill a vacant student
activities position at a near-by campus). Both also acknow ledged that they
needed to involve their families in their careers in order to provide some sense of
16
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balance to their lives. One wom an rem arked that by including her family in
work-related activities and events, "they know w hat you do and they have the
opportunity to m eet some of the special people that you w ork with. If you can
share some of the excitement, and some of the activities and program s that go on
in the union, it works real well" (Parent, 1993, p. 13).
Mercer (1990) and Swanka (1998) also exam ined the lim ited num ber of
w om en in the field of university union m anagem ent and potential roadblocks
faced by w om en that m ight consider a union directorship as a career option. In
her doctoral dissertation, Swanka (1997) traced the career paths of seven female
union directors and considered the educational backgrounds, career planning,
m obility and w ork centrality of her subjects. A lthough extremely useful as a
reference for this study, Swanka's w ork lacked the detailed anecdotal data that
could have conveyed the personalities and unique qualities of her subjects as
well as the idiosyncratic features of the context in which the subjects worked.
Conference program s and proceedings from ACUI annual conferences
contained abstracts from educational sessions that focused upon w om en in the
field of university union m anagem ent. For example, a 1991 session entitled,
"W omen and college unions: Present and future" addressed "problem areas"
that affected female m em bers of ACUI and possible strategies to assist in the
resolution or eradication of these issues (Savage, 1992, p. 34). The problem areas
included: limitations on w om en's participation in professional activities due to
family responsibilities, the continued lack of sensitivity to w om en w ithin the
professional arena, the lack of representation of w om en in higher levels of union
administration, differences in gender communication styles and disparity in pay.
Suggested strategies were: m aking affordable on-site child care available at
17
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regional and annual conferences, the developm ent of a w orkshop related to
w om en in the field to be presented at regional and international levels, the
developm ent of a m entoring program for w om en, increased educational
sessio n s/w o rk sh o p s to better prepare w om en for w ork in operations and
facilities m anagem ent positions and increased efforts by the ACUI Central Office
to provide accurate salary information by gender (p. 35).
Four w om en that had been involved in construction and renovation
projects at their respective campuses presented "W ho's that girl in the hardhat?"
at the ACUI annual conference in 1990 (Moore, Delahunty, Devaney & Turner,
1991, pp. 62-67). They believed that their collective experiences w ould "be useful
to anyone involved in a construction or renovation project, because of the
ram ifications for w om en in a m ale dom ain" (p. 62). One of the presenters
recalled that at the initial m eeting related to the construction project on her
cam pus, the female staff members, "w eren't introduced, and w hen we were
referred to, it was as the girls at the end of the table" (p. 64). The session featured
a list of do's and don'ts for wom en to consider. They included: learn how to
read blueprints, keep everybody (including students and staff m em bers)
inform ed about the progress of the project, take notes at m eetings and during
phone conversations w ith individuals related to the project, share acquired
knowledge w ith students and young professionals and act professionally at all
times (pp. 66-67).
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Leadership/M anagement Styles

The higher education adm inistration literature indicates that a consensusbuilding style of m anagem ent is commonly associated w ith w om en in the field.
H am m ond (1997), Executive Director of the Student U nion at California State
University, Northridge, for example, prom otes w hat she calls the "value cycle"
m odel of m anagem ent. Through its use, everyone assum es responsibility for
m odeling m anagem ent and leadership, regardless of individual positions or
styles. As a result, the developm ent and nurturing of the staff is shared by
everyone in the facility and is not solely the duty of the union director.
In addition, Astin and Leland (1991) examined three generations of female
leaders and their use of democratic, collaborative and em pow ering approaches
to achieve success.

Their findings suggested "the em pow ering, cooperative

approaches m ost often associated w ith w om en are no t exclusively female
terrain" and could be effectively adopted by male leaders as well (Astin &
Leland, 1991, p. xii). In contrast, the tw enty-three leaders included in Clark,
Caffarella and Ingram 's (1998) study also em ployed the sam e collaborationoriented methods, although the study's findings suggested that those approaches
further stereotyped gender differences betw een male and female adm inistrators
in higher education.
N ot all studies suggest that female university adm inistrators have a
decidedly female style of leading and managing. Street and Kimmel (1998), for
instance, found th at fem ale university adm inistrators actually tended to
categorize themselves as androgynous.

19
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Some studies suggest potential difficulties w hen w om en do lead and
m anage in different ways from men. Nidiffer (2001), for example, found that
w om en adm inistrators in higher education w ere taken less seriously in the
aspects of their jobs typically associated w ith males, such as fiscal affairs or
m anagem ent of the physical p lan t (both typically com ponents of u n io n
directorships).
W om en in union directorship positions are regularly called upo n to
practice leadership as defined by Hefitz (1994). They are constantly faced with
tasks, adaptive challenges and sw am py problem s for w hich no definitive
solutions exist. The multidisciplinary nature of their jobs also dem and that they
guide, interpret and stimulate the involvem ent of their staff and students in an
effort to provide quality program s, services and resources for their respective
campus communities.

M entoring and Role Modeling

N um erous studies have validated the im portance of m entoring in the
retention of wom en in various sectors (including corporate America and higher
education), their ability to advance to senior level positions and overall career
satisfaction (Blackhurst, 2000; Twale & Jelinek, 1996, W ellington, 1998). This is
p articularly tru e in the developm ent of w om en ad m in istrato rs of color.
Unfortunately, the limited num ber of females in senior level positions negatively
impacts the ability of graduate students and entry-level employees to establish
m entor/m entee relationships. On the positive side, however, wom en that were
successful in identifying mentors early in their careers typically m aintained those
20
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superior/subordinate connection ended or one or both parties changed jobs.
W ilson (2000) studied the im portance of friendships on the career
developm ent of female student affairs professionals. H er research focused on
female graduate students as well as wom en in entry-level positions w ithin the
field.

Close friendships w ere com m only developed w ith classm ates and

colleagues as a su p p o rt m echanism and as a vital source of constructive
feedback. Unfortunately, the mobility required in order to advance in the field of
university u n io n m anagem ent frequently led to the dissolution of these
relationships. W hen this occurred, research subjects reported feeling a sense of
sadness and loss. These data have reinforced the need for form al m entoring
program s for new professionals who m ay experience culture shock or feelings of
isolation following their arrival at a new institution.
Involvem ent in professional organizations has also been cited as a
successful avenue to the developm ent of both m entoring relationships and
friendships. The subjects included in Sw anka's (1997) study of female union
directors noted that their involvem ent w ith ACUI allow ed them to create a
netw ork of colleagues that they could tu rn to for advice or consolation, due to
their shared understanding of the college union environm ent and commonalities
inherent in their directorship roles.

W omen's History
W orks related to the incorporation of w om en into the A m erican
workforce provide an additional lens through w hich participants' experiences
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m ight be viewed. Especially prom inent is the tendency of wom en to self-identify
w ith their professional titles and the concept of pow er (or powerlessness) as it
applies to wom en in organizations.
Gilligan's (1984) groundbreaking study entitled, A Different Voice, affirmed
the need for additional research that included female participants in order to
consider how male and female experiences differed in various environm ents.
M iller's (1986) Toward a N ew Psychology o f W omen resp o n d ed to G illigan's
challenge by focusing on, "w om en's developm ent in the term s in which it is
lived rather than to force it into the categories w hich w e have inherited,
categories that originated in the attem pt by m en to describe all life" (p. xviii).
Belenky, Clinchy, Goldberger and Tarule (1986) continued to explore this topic
w ith their study, W omen's Ways o f Knowing. Their in-depth interviews w ith 135
wom en (spanning ethnic, socio-economic and educational boundaries) attem pted
to "end the silence" about w om en in American society. The authors noted that
"all w om en grow up having to deal w ith historically and culturally engrained
definitions of fem ininity and w om anhood - one comm on them e being that
women, like children, should be seen and not heard" (p. 5).
Freem an's (1989) collection of essays entitled, W om en: A F em inist
Perspective, presents an historical overview of the advent and grow th of the

feminist m ovem ent in the United States. Particularly insightful w ere chapters
devoted to the topics of growing up female and w om en in the workforce. Fox
(1989), for example, notes that occupational advancem ent is m ore closely linked
to education for wom en than it is for m en and that wom en rely more heavily on
formal credentials throughout their working lives than their male counterparts,
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who consider personal relationships or professional netw orks more im portant (p.
217).
G reenw ood-A udant (1989) examines the concept of "powerlessness" in
wom en w ho serve as full-time hom em akers. She suggests that their prim ary
roles as caregivers result in a sense of self that relied on others for approval and
validation (pp. 258-259). This observation m ay also apply to w om en working
outside of the home as well.
In her essay entitled, Feeling Like a Fraud, Peggy McIntosh (1985) describes
the experiences of competent professional wom en who feel "fraudulent" despite
their professional accomplishments and educational credentials. McIntosh's
subjects were convinced that inevitably, they w ould be "found out" and w ould
be banished from their respective fields. In her sequel, Feeling Like a Fraud: Part
Two (1989), she validates w om en's desire to be authentic as the source of their

feelings of fraudulence and encouraged both m en and w om en to bring w hat she
described as "the home or friendship sense" into w ork environm ents in an effort
to "create whole value systems, policies and institutions which place at the center
this concern for growth, development and survival w ithout violence and with
dignity for all" (McIntosh, 1989, p. 12).
Miller (1986) examines the phenom ena of dom ination and subordination
and considered how historically wom en have assum ed positions of
subordination in both their personal and professional relationships. Some of
these relationships m ay be tem porary and result in the lesser party being viewed
as socially unequal (student/teacher and doctor/patient relationships were
given as examples). The goal of such relationships is to provide assistance or
help to the subordinate party to end the inequality.
23
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Miller also noted, however, that wom en have been ascribed (or defined) at
birth as less powerful because of their gender (race was also listed as criteria of
perm anent inequality). She rem arked that, "In our own society, a w om an's
direct action can result in a combination of economic hardship, social ostracism,
and psychological isolation - and even the diagnosis of personality disorder"
(MiHer, 1986, p. 10).
Snee (1994) studied public administrators who held positions of authority
over other w om en in their respective w ork environments. She found that
occurrences of depression, dissociation and splitting (separation of thoughts and
emotions, knowledge and desires, w ants and needs, etc.) were common among
these professional women. She attributes it to w hat she dubs "split vision" (i.e., a
defense mechanism used to cope w ith anxiety and utilized by these wom en in an
attem pt to separate their professional and personal lives). The results of this
research suggests that wom en frequently pay a high personal price in exchange
for the contributions that they make to organizations and institutions in which
they manage others.
Additional articles have addressed the possibility that wom en may
actually create dom inate/subordinate relationships w ith other women. Crisp
(1997) pondered the importance of physical attractiveness in the professional
success of wom en and found that wom en were suspicious of one another and
questioned the competency of other wom en who achieved professional success
relatively quickly. She noted that all w om en understood that "attractive is
deliciously subjective; in other words, w e're all attractive, perpetual flints
w andering the earth waiting for sparking friction. There we are all then
candidates for "suspicion" (p. 80).
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Ledet, and Henley (2000) studied how people perceive w om en in upper
level m anagerial positions w ithin organizations. The results of their research
indicated that wom en in high levels of position or power w ere seen as masculine
relative to m en and wom en in low levels of position or power. It w as also felt
th at the results could indicate that stereotypical characteristics attributed to
w om en (passivity, dependency) m ay be changing.

Instead, the authors

suggested that the traits previously associated w ith m asculinity should actually
be credited to the perception of high levels of position or power.
Lorber's (1989) examination of trust and loyalty betw een male and female
co-workers helps to explain the failure of female union directors to establish
collegial relationships w ith male co-workers a n d /o r colleagues. Lorber found
that males felt that the possibility of any sexual relationship betw een co-workers
diminished the ability of individuals to w ork together and could ultim ately limit
the overall effectiveness of the organization. W omen w ith children were also
view ed as "untrustw orthy," as they dem onstrated a divided loyalty betw een
their job and their offspring. Males also often perceived that the needs of a child
could limit wom en from being completely dedicated to their careers. They may
not be able to w ork long hours or be flexible enough to attend to unexpected
crises that arise (pp. 347-355).
Schaef

(1992) furth er developed this prem ise by noting th at the

b u sin e ss/w o rk environm ents and m ores created by and for m en w ere not
applicable to the m ajority of the w om en that w ere entering the workforce.
Despite these obvious advances in research, additional studies have indicated
that w om en still continue to struggle w ith issues of self-confidence, self-image
and ability.
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The feminist m ovem ent has entered its "Third W ave/' a term created by
w riters and sociologists (Drake, 1997; Findlen, 1995; Orr, 1997; W alker, 1995;
Walker, 1996) to describe the latest shift of the fem inist m ovem ent and its
prim ary foci (the First Wave concentrated o the abolitionist and tem perance
movem ents and securing the right to vote for all w om en and the Second Wave
cham pioned reproductive rights and the Equal Rights Am endm ent). In sharp
contrast to its issue-specific predecessors, the Third Wave notes that the feminist
movem ent has become far more global in its approach. W ith successful strides
being m ade in the United States, gender equity for w om en in education, the
workplace and society at-large is being taken to previously underdeveloped
nations.
In recent years, the w ords "fem inist" and "fem inism " have taken on
negative connotations. Schrof (1993) noted that the third wave of feminists are
"acutely aw are of their predecessors' reputation for being hateful to men,
focusing on too narrow a set of goals and m arginalizing m inority and lowincome women. Eventually the "third wavers" also hope to "eradicate the image
of fem inism as a rich w hite w om an's club" and have called for a "radical
overhaul" of the m ovem ent to include previously unrepresented groups of
wom en (Schrof, p. 70).
Dailey (1991) recognized this trend and addressed the opportunity to
educate students in university union settings and dem onstrate ways to "move
past narrow gender roles into balanced leadership styles" in an educational
session p resented at the ACUI annual conference entitled, "A harrow ing
experience: F inding com m on g ro u n d betw een fem inism an d stu d e n t
developm ent." (p. 92). In her session, she described the personal struggle she
26
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h ad faced as she tried to incorporate her personal feminist philosophy into her
work, at the risk of alienating her students and co-workers. She was particularly
challenged w hen she discovered th at one of the m ore successful studentsponsored program s on her campus had been a w et t-shirt contest.
Instead of speaking out against that particular program , Dailey worked
w ith her students to create new program s to change her cam pus' culture and
values. Dailey was aw are of, "the neat fit betw een fem inist pedagogy and
student developm ent theory as well as the similarity of values betw een feminist
and student affairs perspectives" (p. 92). She also noted that accommodating (or
feminine) leadership styles (including cooperation, team w ork, em pathy and
collaboration) could easily be blended w ith m ore conventional (or masculine)
styles (such as competitiveness, analytical ability, rational thinking) to allow
students and young professionals to gain self-confidence (p. 93).

Dailey

challenged other student union professionals to help their cam pus communities
"create events and rituals that support and affirm students and communicate the
student union vales and vision" (p. 94).
Finally, a num ber of recent studies have chosen to exam ine w om en's
history from the perspective of w om en as goddesses (Bolen, 1984; Brockway,
2002; Eisler, 1995;) These w orks proved to be insightful in exam ining the
leadership styles of the wom en included in this study and their ability to succeed
in a m ale-dom inated profession. Eisler (1995), for example, felt that ancient
civilizations had originally been agrarian and m atriarchal in form and that
goddess w orship was actually practiced. This model was eventually replaced by
a patriarchy or dom inator model, which ranked one half of hum anity over the
other (p. xvii). Eisler challenged historians and practitioners to consider a third
27
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possible m odel that prom otes partnerships or linking betw een m en and wom en
to "more effectively intervene in our own cultural evolution" (p. xxi).
Bolen (1984) encouraged w om en to identify their "inner goddesses" to
further develop their potential as leaders, professionals, hom em akers, m others
and lovers. She noted "there are m any goddesses in an individual woman. The
more complicated the woman, the m ore likely that m any are active w ithin her.
And w hat is fulfilling to one part of her m ay be m eaningless to another" (p. 2).
This analogy was useful in understanding the different view s of success that
were held by the female union directors in this study and their ability to balance
their careers in university union m anagem ent w ith additional roles as wives,
mothers, partners, community activists and volunteers, etc.
Brockway's (2002) A Goddess is a Girl's Best Friend w as created as a selfim provem ent m anual for women. Legends and folklore connected to a variety of
goddesses from cultures are used to communicate lessons related to love, loss,
success, happiness and spirituality. The creation and use of support groups was
also encouraged. Brockway stated that:
W hen w om en gather w ith the intention to grow and heal and
evolve - on a personal, professional and planetary level - everyone
benefits including the w om en present, their families and the world.
The ripple effect can really help, in some small way, to transform
our world as it transforms our lives (p. 268).
The concept of w om en supporting each other was evident in the data provided
by the respondents to this study and can also be seen in the use of mentoring and
role m odeling by the female union directors included in the research sample.
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Education, Training and Career Developm ent

G raduate program s in higher education adm inistration, college student
personnel and counseling help prepare m en and w om en for a m ultitude of career
options that fall under the auspices of student affairs on college cam puses,
including u nion m anagem ent.

V eteran u nion directors have frequently

rem arked that they "fell" into the field (Mercer, 1990). Many became involved in
union m anagem ent as the result of a positive undergraduate experience that may
have included a work-study position in the campus union or a stint as a student
governm ent officer.
W hile few individuals grew up w ith the expectation that they w ould
become a union director (Mitchell, 1999), the majority of today's union directors
hold some type of graduate degree. M orton's (1999) study of 118 union directors
at research and doctoral 1 universities indicated that graduate program s in
higher education adm inistration w ere view ed as the preferred discipline by
individuals that participated in the project (57.7 %). A dditional educational
choices included student personnel (47.7%) and business m anagem ent (31.5%).
The directors that served as research subjects in M orton's study also felt that, in
the near future, a m aster's degree will be required to obtain a union directorship,
and over one-third of the respondents noted that a term inal degree will quickly
becom e the m inim um educational requirem ent for candidates for u nion
positions in years to come.
Concern about the effectiveness of college student affairs program s to
adequately prepare individuals to enter the field of union m anagem ent (Ratcliffe,
1998) has led ACUI to develop a list of competencies that are recom m ended for
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incorporation into both college degree program curricula and practical training
experiences (Morton, 2003). H um an relations skills far outweighed cognitive and
technical skills in im portance in the list of competencies, as it w as felt that the
ability to w ork effectively w ith others directly impacted the union director's role
as an organizational and campus leader and successfully supervise professional
and m anagerial personnel. Examples of im portant technical skills included
b u dget/fiscal m anagem ent, the generation of revenue, facilities m anagem ent
and previous w ork experience in higher education. Desirable cognitive abilities
included strong organizational skills, the ability to build relationships w ith other
members of the cam pus community, strategic planning and policy developm ent
(Morton, pp. 48-49).
Unfortunately, m any graduate program s still fail to include coursework
related to wom en in their curricula (Blackhurst & H ubbard, 1997; Evans, 1988).
This oversight lim its the am ount of accurate inform ation that female higher
education adm inistrators receive regarding equity in pay and job opportunities,
the im portance of pursuing a m entoring relationship, career advancem ent and
job satisfaction. If gender-related courses are included in graduate program s,
they are offered as electives. Even though the majority of individuals entering
the field are women, graduate courses related to college student personnel are
taught prim arily by male faculty members. In her exam ination of the "new
scholarship for w om en," N ancy Evans observed that, "The academ ic
environm ent is by nature competitive, hierarchical and male dom inated. Student
affairs preparation program s, located w ithin such a context, often assum e these
qualities as well" (Evans, 1988, p. 500).
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As w ith oth er professions, a d d itio n al train in g a n d e d u catio n al
opportunities have been developed to supplem ent the form al and practical
training experiences offered by graduate program s. O rganizations such as the
Association of College Unions International (ACUI), the National Association of
Student Personnel A dm inistrators (NACA) and the N ational Association for
Campus Activities (NACA) annually offer a variety of conferences, workshops,
seminars and colloquia to student affairs administrators. Recent ACUI seminars
have focused upon assessment, building renovation and construction, late night
program m ing and hate crimes (www.acuiweb.org).
M aterials and publications relevant to the field of university union
m anagem ent continue to provide additional opportunities to share information
and cutting-edge concepts. Examples include the ACUI Bulletin, the NASPA
Journal and NACA's Programming magazine.

The career path to becoming a university union director can be long and
arduous, lasting years, even decades (Swanka, 1997). This is especially true for
women, w ho typically begin their student affairs careers as student activities
staff m em bers, as such positions are view ed as m ost com patible w ith the
stereotypical female m anagem ent traits of collaboration and caring and involve
regular interaction with students, faculty and staff members (Mercer, 1990, p. 19).
W omen are often overlooked as potential candidates for union director positions
as they are seen as lacking knowledge and practical experience in the areas of
facilities m anagem ent, construction and fiscal processes th at are commonly
associated w ith m ost union directorships (Mercer, p. 18).
Although it is not know n how m any wom en leave the field if they fail to
obtain a union director position, studies have indicated that w om en leave the
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student affairs profession in significantly higher num bers than m en (Burns,
1982). Reasons for their departure included lack of career mobility, lack of
available m entors and increased challenges im posed by attem pting to balance a
career in student affairs w ith family life (Nobbe & Manning, 1997).
While research has recently been conducted on the relationship of career
developm ent to the organizational com m itm ent and life satisfaction of female
stu dent affairs officers, changes in academic culture and the flexibility and
support of supervisors needed by w om en union directors w ith families have
been slow to emerge. One study noted:
As m embers of a profession dedicated to holistic developm ent and
personal wellness, student affairs practitioners m ust be willing to
address quality of life issues for members of the profession as well
as for the students they serve. Doing so will not only im prove the
satisfaction and retention of wom en administrators, but it will also
provide positive role m odels for u n d erg rad u ate students, and
perhaps more importantly, for graduate students in college student
affairs program s" (Blackhurst, Brandt & Kalinowski, 1998, p. 31).

Balance

In the 1920s, approximately 20% of American w om en held jobs outside of
their homes. By the end of the twentieth century, that num ber had tripled to 60%
(w w w .w orkforce.com ). As m ore w om en entered the workforce, the issue of
balance has grow n in importance and has served the topic for a variety of studies
produced during sthe past ten years. Bolton (2000) described a "third shift"
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adopted by m ost w orking w om en as tim e devoted for reflection and selfdiscovery that needed to be sandwiched between those hours already devoted to
w ork and family. Padulo (2001) and Nobbe and M anning (2000) found that
female student affairs officers m ust perform a complex "balancing act" in order
to have both a career and a family. Both authors encouraged em ployers to
consider flexible schedules and job sharing as possible options for female
subordinates w ith families.
Black Issues in Higher Education recently devoted tw o entire issues to the

struggles faced by female faculty m em bers and adm inistrators on cam puses in
the United States. Anayaso (2002) suggested that wom en w ho achieved tenure
frequently sacrificed childbearing for their careers. A study released by the
U niversity of California-Berkley in 2002 noted that 62% of w om en in the
hum anities and social sciences and 50% of wom en in the hard sciences did not
have children 14 years after being granted tenure. This figure w as compared
w ith 39% and 30% percent for tenured male faculty m em bers in the same
academic disciplines.
Ham ilton (2003) posed the question, "Can wom en in the academy have it
all?" She found that a num ber of w om en had recently left their families and
relocated to accept their "dream jobs" as provosts, vice chancellors and
presidents at various cam puses throughout the country. The m ajority of the
wom en interview ed for the article had children in high school or college and
w ere able to leave the prim ary care of their offspring to their spouses.
Technology (email, voicemail and fax) allowed them to communicate easily w ith
their families, despite the geographical divide. Yolanda Moses, president of the
A m erican A ssociation for H igher Education has labeled the balancing act
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practiced by working wom en as the "double day" (Hamilton, p. 25) and noted
that:
The reality is that m ost w om en in the U nited States still lead a
double life - the life they lead in the workplace and the university
and then the life at home. Men are doing more, bu t the majority of
w om en are still responsible for w hat is essentially two jobs. Even
w here there is help it's usually the w om an w ho organizes and
makes sure that the help is there.
Summary
W hile the literature review ed for this study is inform ative, it does not
directly address the experience of female university union directors.

And

although female union directors were included in m any of the research samples,
the results w ere extrem ely general in nature, w hich m akes it difficult to
disaggregate findings and apply the data to any one particular sub-population.
This was also true of works that detailed the entrance of w om en into American
corporate culture. While they m ay provide some psychological and sociological
background, they also lacked the specificity that w as essential to be truly
applicable to the sample considered in this study.
Research related to wom en in the field of higher education adm inistration
and university union m anagem ent has been slow to evolve. A nd even though
stu d ie s

h av e

begun

to

em erge,

only

a sm all n u m b e r

of fem ale

researchers/investigators are exploring the issue. Moreover, there is an obvious
void in the area of research devoted to the experiences of w om en of color in the
field. It is im portant to examine how their career developm ent and overall
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satisfaction varies from that of m ajority females in an effort to ensure the
inclusion of this valuable population w ithin the realm of university union
management.
The literature reviewed for this study continues to support the need for
further study on wom en in higher education administration, especially those that
hold m iddle m anagem ent positions, such as university union directorships. Due
to the unique responsibilities associated w ith daily life in the university union
setting (m aintenance, staffing, budgeting, retail operations, etc.), the current
literature is far too general in scope to speak to the experiences and needs of this
particular population.. As the feminization of student affairs continues into the
tw enty-first century, it is particularly im portant to consider how the maledom inated realm of academ ia evolves to m eet the changing needs of female
adm inistrators.

The study that will be described in this next chapter is an

attem pt to begin to respond to this need.
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CHAPTER THREE
METHODOLOGY

A review of the literature relevant to the history and philosophy of the
university u nion m ovem ent strongly suggests th at w om en have become
increasingly visible as staff m embers in college union settings, representing 47
percent of all staff positions.

In the role of director or executive director,

how ever, w om en rem ain significantly underrepresented, holding only 29.4
percent of such positions (ACUI, 1998). The purpose of this study was to better
understand the scarcity of wom en in positions of executive director or director in
university union settings.
The following research questions guided this study:
a.)

According to the female university union directors' perceptions, w hat
effect, if any has their gender h ad on their ability to obtain a
directorship position within the field of university union management?

b.)

According to the female union directors' perceptions, w hat effect, if
any, has gender played on their ability to succeed w ithin the field of
u n iv ersity u n io n m anagem ent follow ing th eir p ro m o tio n to a
directorship position?

c.)

According to the female union directors' perceptions, w hat effect, if
any, has their decision to p u rsu e a career in univ ersity u nion
m anagem ent had on their personal lives?
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This chapter focuses on the m ethods used to answer the above questions.
The following topics are discussed: qualitative research, the committee on the
protection of hum an subjects, data collection and data analysis.

Qualitative Research

This research project em ployed a qualitative case stu d y /c ro ss case
analysis design. The use of qualitative research has become relatively common
in the fields of history, psychology, sociology and education. Over the past three
decades, a num ber of seminal works have appeared in an effort to prom ote the
value of qualitative research and offer instruction on the processes involved in
utilizing this specific paradigm. Particularly significant were Lincoln and Guba's
(1985) N aturalistic Inquiry, the second editions of Patton's (1990) Q u a lita tiv e
E valuation and Research M ethods and G lesne's (1999) Becom ing Q ualitative
Researchers and the third edition of Bogdan and Bilken's (1998) Qualitative
Research for Education: A n Introduction to Theory and Methods. These texts offer an

historical perspective to the development of the qualitative m ethodology from its
earliest inceptions via the Chicago School in the 1920s and 1930s, to the current
uses to stu d y a w ide variety of topics in clu d in g the experiences of
underrepresented populations, including wom en and people of color.
A key w ord search of various databases (using the designator "qualitative
research"), revealed nearly 2,000 articles related to the preparation, analysis and
publication of qualitative research. A recent series of articles included in the
journal entitled, Education fo r Health: Change in Learning and Practice, continued
the w ork of earlier researchers by describing the relevance of the use of
37
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qualitative research and its applicability to both m edical and social science
genres. Frankel and Devers (2000a) offered a concise overview of the basic
differences betw een qualitative and quantitative research designs, the prim ary
components essential to a useful qualitative design, the developm ent of research
questions, the form ation of the literature review, the definition of the intended
research audience and the successful determ ination of the prim ary research
audience.
Frankel and Devers (2000b) also focused on sam pling and data collection
strategies, recom m ending a purposive sam pling technique in order to "enhance
the understanding of selected individuals or group experiences" (p. 264). The
authors also stressed the need to recognize the role of the researcher and the
concept of the researcher as instrum ent introduced in earlier texts.
Like its quantitative counterpart, issues of reliability and validity are also
param ount in qualitative research. Johnson (1997) offered twelve strategies to
prom ote research validity in qualitative studies, including considering the
researcher as "detective," conducting fieldwork over an extended period of time,
using low inference descriptors (such as direct quotations), and the use of
triangulations to corroborate data.
Reasons for Using Qualitative Research in this Study
The questions created to guide this study could not be answ ered using
conventional (i.e., quantitative) methods. A qualitative research design allowed
for an increased understanding of the situations, experiences and m eanings of a
unique group of people (Frankel & Devers, 2000a). As the reality found w ithin a
u niversity u nion environm ent is socially constructed, com plex and everchanging (Glesne, 1990, p. 5), the interpretivist/ constructivist perspective which
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grounds m ost qualitative research w as appropriate for this study. The use of
thick, rich description was employed in an effort to create verisim ilitude for the
readers. This level of detail also served to reinforce the credibility of the data
and its applicability to similar settings or contexts.
Case Study Approach
The case study approach was selected in order to organize and present the
data collected from each of the participants in a comprehensive, systematic and
in-depth m anner (Patton, 1990, p. 384). Individual case studies were constructed
through the compilation of the raw case data, construction of case records and
the creation of w ritten narratives to allow for an increased understanding of each
subject and her unique experiences in the unique context in w hich she worked
(Patton, p. 388).
Cross Case Analysis
A lthough each case is rich w ith detail and insight, an objective of this
study was also to provide some sense of patterns that cut across individual cases
and particular contexts. This required that a cross case analysis be conducted.
This cross case analysis involved grouping together the participants' responses to
the common questions that were presented to them (on the participant profile
and during the interview sessions) and analyzing different aspects that related to
the central issues of the study (their daily experiences, career paths, success in
the field, im pact of career on personal lives, im pact of gender on their role as a
union director, gender equity in the profession).
The use of cross case analysis w as effective in the identification and
extrapolation of "lessons learned" by the subjects included in the research
sam ple (Patton, p. 425).

Differences w ere as im portant as sim ilarities in
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generating these lessons. While w om en em ployed as directors of university
unions served as the prim ary focus of this study, there w ere distinct variations in
their career paths, leadership styles, personal lives and fem inist identities. The
cross case m ethod allowed the subjects to retain a sense of individuality and
u n iq u en e ss, y et offered
categories/them es.

a w ay to g ro u p

the

d a ta in to

o rg an iz ed

Inevitably, patterns em erged th at indicated trend s or

similarities related to this group, but did not reduce participants' experiences or
perspectives to a single "norm." (Glesne, 1999, p. 5).

Committee on the Protection of H um an Subjects

D iscussion of the contents of the participant profiles and interview
sessions could be extremely sensitive or politically dam aging to the wom en
included in this study. Prior to their participation in the project, each respondent
received an inform ed consent form (Appendix A) th at provided them w ith
inform ation related to the study, including potential benefits and risks (which
w ere minim al).

Because participation in the study w as entirely voluntary,

participants w ere able to w ithdraw from the project at any time. The subjects
were also inform ed that they could request a copy of the transcript of their
individual session and edit or revise the document, if desired. No such requests
were made, however.
This research design was approved by the Committee on the Protection of
H um an Subjects at the University of San Diego as a class project in Spring 2001.
Approval was extended to cover dissertation w ork in Spring 2002.
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Data Collection

Participant Selection
The m em bership directory of the A ssociation of College U nions
International (ACUI) served as the prim ary source for the identification of
potential subjects for this study (ACUI, 1999; ACUI, 2002). Founded in 1910,
ACUI serves as the prem ier organization for staff and students that w ork in
university union settings around the globe. The m em berships of the National
A ssociation of S tu d en t Personnel A d m inistrators (NASPA) a n d /o r the
Association of College Personnel Adm inistrators (ACPA) were not considered as
sources for potential subjects as both organizations tend to attract individuals
that hold (or intend to hold) upper-level adm inistrative positions in the student
affairs arena (assistant deans, deans and vice presidents) that typically do not
include the union director position.
Four wom en were selected and invited to participate in an initial study
that w as conducted in Spring 2001 as an assignm ent for a course in Advanced
Qualitative Research offered at the University of San Diego. The sample was, in
part, a convenience sample, but there was an attem pt to maximize variation in
terms of age, longevity in the field of university union m anagem ent and the size
and scope of the facility under the respondent's pervue. Three of the wom en
selected were actually interviewed. The fourth was unable to participate due to a
scheduling conflict.
A "snow ball" or netw ork sam pling approach w as adopted to identify
additional subjects and expand the sample to nine. The three subjects included
in the sample for the pilot study w ere asked to provide nam es of other female
41
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union directors that fit the basic criteria for the study (i.e., had the title of director
or executive director, had held their current position for a m inim um of two years
an d could be considered "successful" in the field of u n iv ersity u nion
management). Eight potential subjects were identified using this technique and
were invited to participate in the study. Six of these wom en accepted and were
included in the final research sam ple. The tw o other w om en identified as
potential subjects failed to respond to phone calls and email messages sent by the
researcher and were subsequently eliminated from the group.
The respondents included in the study w ere extrem ely diverse in age,
ethnicity and life experiences. The youngest participant w as in her late 30s,
while the eldest was in her late 50s. The sample included one African American
and two Asian American women.
Each of the participants had been active in the field of union m anagem ent
for more than ten years and eight had been em ployed at their current worksite
for a m inim um of two years. This criterion was established in an effort to ensure
the credibility of the subjects' responses as well as the overall validity of the data.
One additional subject that has held her position for less than one year was also
included in the sam ple to consider how her experiences com pared w it those of
the w om en that are considered to be seasoned veterans in the field.
Potential subjects w ere first approached via electronic m ail a n d /o r
telephone and invited to participate in the study. After agreeing to participate,
individuals were sent an informed consent form (Appendix A) and a participant
profile / questionnaire via email (Appendix B). The com pletion and retu rn of
these docum ents was required prior to the scheduling of an interview session
w ith each of the subjects.
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Participant Profile / Questionnaire
A tw o-page q uestionnaire w as d eveloped to collect prelim in ary
inform ation from each of the nine participants based on an instrum ent used by
Astin and Leland (1991). Particularly significant w ere the age, educational
background, em ploym ent history and current salary of each subject. Participants
were also asked to comment on the m ost and least rew arding aspects of their
jobs, the im pact their careers have had on their personal lives, their ability to
serve as m entors and their views regarding gender equity for female union
directors.
All of the responses to the participant profiles w ere received by email or
fax.

The com pleted questionnaires w ere review ed and inform ation was

transferred to index cards to allow the data to be sorted or categorized during the
cross case analysis phase of the study. Responses to the open-ended questions
were carefully reviewed to consider possible probes or follow-up questions that
could be included in a subject's interview session.
Interview Guide
An interview guide (Patton, 1990) was adopted for the interview sessions
to allow the sessions to rem ain conversational and flexible, while also ensuring
that the same m aterial w as covered w ith each of the subjects included in the
sam ple and allow ed for consistency in the inform ation p ro v id ed by the
participants. Furthermore, the use of an interview guide also helped to make the
best use of the limited time that was spent w ith each subject and ensured that the
predeterm ined topics of this study were addressed, albeit in a relaxed and moreor-less natural m anner (Patton, 1990, pp. 376-378). A copy of the interview guide
is included in the appendices of this report (Appendix C).
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Interviews
All interviews began by asking respondents how they view ed their role as
a union director.

A dditional "grand tour" questions such as "C ould you

describe a typical day at your union?" were also included. Example and opinion
questions w ere form ulated to generate data about the perceived effect of the
participants' gender on their ability to establish competency w ithin the field of
university union m anagem ent and their perceptions about the im pact their
career choice has had on their personal lives. A lthough each subject was asked
the same basic questions, additional, specific inquiries w ere developed based
upon participants' responses and review of the inform ation provided on the
w ritten instrum ent/profile.
The average length of each interview was approxim ately 45-60 minutes.
All interviews w ere audiotaped and transcribed. Field notes w ere also taken
during each session to record additional details related to each participant (voice
inflection, body language, facial expressions, etc.).
A typist or transcriber was not hired to complete the transcriptions as the
researcher w anted to take the opportunity to review the audiotapes. It was felt
that an outside participant w ould potentially miss the "essence" of the responses
offered by the subjects due to a lack of familiarity w ith the subject matter. Thus,
tapes w ere transcribed by the researcher. In all cases, this w as done w ithin 72
hours of the completion of each interview in an effort to preserve as m any details
as possible from each session. Each transcription took approxim ately 10 hours to
complete and produced 18-20 pages of text.
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Researcher Role
W hile the researcher had prior interaction w ith some of the participants
through ACUI conferences and activities, it w as never felt that any previous
contact w ould compromise both parties' ability to rem ain objective throughout
the study.

A nd, although the researcher has w orked in a university union

setting, she has never aspired to become a union director. The operational and
logistical aspects of such positions, while admirable, are not attractive to the
researcher.

Existing professional and collegial relationships w ith in ACUI

facilitated the establishm ent of rapport w ith each subject and proved to be
beneficial during the data collection process.
Due to the researcher's professional experience in the field of student
activities, familiarity w ith the everyday workings of a college or university union
allowed for an increased understanding of the scenarios and crises faced by the
participants as well as jargon and terminologies included in interview responses.
As a result, additional research related to the day-to-day function of union
facilities was not conducted.
The fact that the researcher played an integral role in the overall success
(or possible failure) of this study rem ained param ount throughout the duration
of the project. Thus, the researcher m ade an effort to ensure that high levels of
professionalism and respect tow ards the participants w as offered at all times and
readily conveyed the integrity of the researcher and the study (Frankel & Devers,
2000, p. 268).
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Data Analysis

Data analysis was undertaken sim ultaneously as data w ere collected to
allow the researcher to focus on the topic and m odify the study as it unfolded
(Glesne, 1999, p. 130). A three-ring binder w as used to organize the massive
am ounts of data accum ulated during the data collection phase. Individual
sections w ere created for each of the nine subjects. Each section contained the
signed inform ed consent form, com pleted participant profile and interview
transcript and field notes for each respondent.
Analytic files were also developed to hold supplem ental m aterials related
to the study. File headings included:
•Qualitative Research
•Fem inist Theory/W om en's History
•W omen and Power
•Quotations
All of the interview transcripts were hand-coded.

This decision was

prim arily based upon the researcher's need to review all of the data and look for
common issues and themes (as well as significant discrepancies). Furthermore, it
was decided that the "voices" of the participants and their unique experiences
w ould have been diminished if the data was sorted by com puter or quantified in
any way.
An initial review of the participant profiles and interview transcripts
revealed the following themes:
•University Union Management
•W omen in Higher Education Administration
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• Education / Training
• Leadership / M anagement Styles
•Ability to Balance Personal and Professional Roles
•M entoring
•Fem inist Identity
•Future of W omen in the College Union Field
Documents were coded and data associated w ith the major them es listed
above were highlighted using a color-coding system (with different colors for
each them e).

After coding w as com pleted, significant pieces of data were

tran sferred to index cards.

The cards also contained the p articip an ts'

pseudonym as well as possible sub-headings or categories that the information
could fit into. The index cards were filed under the themes listed above.
A large m atrix was also created using w hite butcher paper and magic
markers. This m echanism helped to assemble the dem ographic data from all of
the participant profiles and provided a visual reference for this study.
The coded transcripts and questionnaires w ere extrem ely useful in the
preparation of individual case studies for each subject. The cases have been
developed to allow the separate personalities of the w om en to rem ain unique.
Each case includes anecdotes or vignettes that appeared to be particularly
significant to that w om an's identity as a university union director.
The matrix and index cards also were instrum ental in conducting the cross
case analysis. While a num ber of similarities w ere noted am ong the w om en
included in the sam ple (work environm ent and cam pus size, for example), a
considerable num ber of contradictions w ere also found (i.e., educational
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b ack g ro u n d /train in g , ability to self-identify as a fem inist).

These w ill be

discussed in detail in the findings section of this document.

Summary

The qualitative case stu d y /cro ss case analysis design utilized for this
project allowed for an increased understanding of the situations, experiences and
m eanings of nine fem ale university u nion directors.

Case studies were

constructed and presen ted in a n arrative form to allow the indiv id u al
personalities of the participants to emerge.

The use of cross case analysis

grouped the data into organized them es and provided a sense of the patterns
that cut across individual and particular contexts, resulting in the emergence of
trends, sim ilarities and differences that w ere significant to understanding this
particular population.
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CHAPTER FOUR
FINDINGS

The legends and m yths associated w ith goddesses are typically full of
colorful characters, chaos and crises and m eaningful lessons. The stories of the
goddesses included in this study followed a similar format.

A case study was

created for each of the nine participants in order for the reader to better
u n d e rsta n d the com plexity of each w o m a n 's reality (in clu d in g daily
r e s p o n s ib ilitie s

a sso c ia te d

w ith

s e rv in g

as

a

u n io n

d ire c to r,

leadership / m anagem ent styles and the impact of career choice on their personal
lives and vice versa) and to respond to the research questions that were used to
guide this study. Q uotations and other data collected from the participant
profiles and oral interviews have been included to ensure that at least some of
the uniqueness of each respondent is m aintained and their individual voices are
heard.

Case Study One: Ann

Role as a U nion Director
Ann is an African American w om an of color in her late forties. She has served as
the director of the same facility for more than a decade. She described her role a
union director as "multifaceted," but particularly enjoyed w hat she considered
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to be her prim ary roles: facilitator of student developm ent and m anager of a
business operation. A nd while the challenges of running a business (i.e., staff
development, financial planning and strategic direction) were clearly im portant
to her, Ann stated that she never w anted "the business side to overshadow the
student learning im perative." She felt that she and her staff w ere able to p u t
students first by creating a clear and concise m ission statem ent, providing
comprehensive training for students and professional staff m em bers and basing
"bottom-line" decisions on how they related back to the mission.
Description of a Typical Day
Time m anagem ent and organization played a definitive role in A nn's
daily routine as a union director. She noted that her average day begins at 5 a.m.
and that she spends two to three hours at hom e preparing for her day. "I read
things that people have asked me to review, get back to them (via email or
voicemail) and then do some things that take more concentrated time, because I
don't seem to have a whole lot of that in the office," she said.
After arriving at her union, A nn's schedule typical includes an average of
six meetings. She m aintains an open-door policy for students and staff members.
She explained w hy this is im portant to her: "I w ant them to know that someone
cares about them and that they're going in the right direction."

She also

practiced "m anagem ent by walking around," in an effort to "see w hat people are
doing, see w here people are hanging out, w here people are not hanging out."
During her daily walks through the building, she also checked the condition of
the various areas and noted needed repairs or improvements.

50

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

Leadership/M anagement Style

A nn described her m anagem ent style as that of situational leadership and
explained that she assessed each person, which allowed her to better supervise
them. She also noted that she is very comm itted to participatory m anagem ent
and frequently seeks input from her employees before m aking a decision. She
regularly delegates projects or tasks to others to provide them w ith opportunities
for learning and to empower them.
A nn view ed h er leadership style as "totally o pposite" from the
a u thoritative m odel u tilized by her m ale colleagues, including h er tw o
supervisors, w ho w ere both men. She saw herself as inclusive and tried to
"make decisions at the lowest level possible." She felt that the benefits offered by
giving her students and staff "the flexibility to be creative, innovative" far
outweighed the direct approach of "telling people w hat to do and how to do it,"
an approach that she has seen practiced by her male counterparts.
Impact of Gender on Ability to Succeed
Because she is a wom an of color, Ann found it difficult to discern w hether
or not her gender has lim ited her ability to succeed in the field of university
union m anagem ent. She rem arked that, "It's very h ard to separate race and
gender from other things." She described a circumstance early in her career
w hen she accepted an "acting" position in the student affairs division of a large,
state university and was only paid eighty percent of the set salary for her work.
She rem em bered, "I w as just so excited to have a full-time job, I was like, no
problem." But w hen she took on another "acting" role and was still denied full
pay, she questioned the ethical basis for the policy. Her attitude was, "I have to
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pretty m uch tell people w hat I need and w hat I w ant and how this thing is
impacting me."
A nn also expressed her concern over the tendency for w om en to be
"trapped into doing the program m ing thing and not being allow ed to do the
operations and m anagem ent side" of union adm inistration. She encouraged all
of the young professionals on her staff to explore the various aspects of union
m anagem ent in an effort to diversify their experience. She stated, "If you w ant
to be a union director, you need both of these things. And the things that really
get you into trouble are personnel issues and money."
Frustration was evident in A nn's responses w hen she discussed her views
related to the topic of equity for wom en in union director positions. Regarding
pay, she noted, "I think w e'll always be behind, at least in m y lifetime. I don't
see that necessarily changing." She created a salary survey and distributed the
instrum ent to other directors to support her request for a salary increase at her
own institution. She has shared this survey w ith other female union directors to
allow them to petition for m ore m oney at their campuses as well.
Crisis M anagement
A nn w orked in a tent for nearly six m onths after her facility sustained
damage as the result of a natural disaster as was declared unsafe. W hen asked to
describe a crisis at work, however, she chose to focus upon a personnel issue that
had gone awry. She recalled:
W ith the [natural disaster that im pacted her cam p u s]...it just
happened. We had no choice but to get there, do w hat we needed
to do. Get my staff together and say, this is w hat you guys need to
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do from home. This is w hat you can't do. D on't w orry about this.
W e'll go forward.
In contrast, Ann described staff-related issues as "a huge thing" and noted
th at for her, personnel problem s w ere actually "g u t w renching."

She

remembered:
I think the...natural disaster that destroyed our union w as a crisis
in the sense that it was an emergency situation, b u t then you just
kick into emergency mode. I think my biggest crises have been
personnel-related. Dealing w ith issues related to staff people that I
really like and really care about and they're not doing w hat they
need to do for a variety of reasons.
Mentoring and Role Modeling
M entoring has played an im portant role in A nn's career developm ent (as
both a protege and a mentor). She recalled, "It's been m en and w om en and it's
been Black and White. Because I don't think you have to have one or the other. I
think it's people that tend to give." She encouraged "learning the best from the
best. Learning a bit from every single person." She informally m entors students
th rough emails, phone calls, discussions at m eetings and conferences and
educational presentations.

She has also tau g h t a g raduate course offered

th ro u g h the E ducational Psychology and C ounseling d ep artm en t of her
university. G raduate assistantships available in her union provide additional
practical experience to students planning to enter the field and have resulted in
m entoring relationships as well.
Ann noted that serving as a mentor was a way to establish her own legacy
and rem arked, "I think it is up to us as individuals to start telling people how
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great and w onderful this career is and attracting people to it." A nn considered
m entoring a selective process, however, and adm itted that "it has to be the right
person." To her, m entoring students and encouraging them to enter the field of
university union m anagem ent was about "planting seeds."
Impact of Career on Personal Life
A nn's outlook on the impact that her career has had on her personal life is
profoundly positive. She felt that her career has been extremely rew arding and
allowed her to be of service to others. While she described herself as single, she
also noted that being part of a "close-knit family" and a broad circle of friends
offered the support system she needs and provides a sense of balance to her life.
A nn tried to take brief vacations through the academic year and noted
"the balance for me comes in knowing w hen to take dow n time." She also told
her staff, "Tell me w hen you're overw helm ed" and realized that some of her
employees needed to develop more flexible w ork schedules in order for them to
perform m ore effectively. She stated, "I give a lot m ore flex time. I have one
person w ho is our hum an resources person. They d o n 't even come into the
office. They just w ork at home."
Summary
A nn has w orked in the field of higher education adm inistration for
twenty-three years and has spent fifteen of those years as a union director (at two
different institutions). While she noted that she "kind of fell into" the field of
higher education adm inistration, she couldn't see herself w orking in any other
environm ent. She rem arked that there seem ed to be m ore gender equity for
wom en in the field then w hen she obtained her first full-time position. Seeing
herself as a mentor, Ann encouraged young professionals (especially w om en and
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in d iv id u als of color) to gain expertise in a variety of areas, including
program m ing, operations, adm inistration and finance to ensure that they will
gain the competencies required of union directorship positions.

Case Study Two: Barbara
Barbara is a Caucasian w om an in her late fifties. She is m arried and has
adult children and grandchildren. She has served as the director of her student
union for nearly tw enty years. The facility is located on the urban cam pus of a
public university.
Role as a U nion Director
Barbara adm itted that her perception of her role as a union director has
changed over the years. She remarked:
I see myself now as a teacher and a m entor in addition to being the
adm inistrator that has to do all this and make sure that the building
and the program s function at the level that w e w ant them to
function. I think that w hen I first came into the profession, I saw
m yself m ore as just the adm inistrator, the person w ho m ade sure
the building w as okay. As the job has evolved and the union's
gotten bigger, we added more program s. I h a d n 't really thought
about the fact that between student affairs and the union, we are all
teachers. We provide students with opportunities.
Description of a Typical Day
She enjoys the flexibility of her job, b u t her description of a typical day
suggested that there is still considerable structure to her work. H er day includes
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arriving at w ork betw een 8:30 and 9:00 a.m., checking email, attending five
meetings and interacting w ith her staff. She confessed that she has a tendency to
be task-oriented, which, she indicated, sometimes limits her efforts to take time
to personally connect with employees and students.
Technology has actually increased Barbara's workload. Having recently
purchased a laptop, she regularly takes w ork home. She stated, "The w orkload's
just astronomical and it keeps getting m ore so." She has, how ever, m ade the
decision not to take her computer w ith her to conferences, "the laptop is at home
waiting for me to plug-in w hen I get back," she stated.
Leadership / M anagement Style
Classifying her leadership style as "participatory," Barbara indicated she
is determ ined not to micro-manage her staff. Instead, she tries to "recruit the
best possible people. She added, "W e've got to let them do their jobs. We give
them the resources as best we can, w hether financial or otherwise, training and
that. And then, you've got to let people just do their jobs, because there's not one
right way to do a job."
Impact of Gender on Ability to Succeed
While she stated that she has never felt that her gender has lim ited her
ability to succeed as a union director, she is quick to recall that she experienced
some type of discrim ination w hen she applied for an Associate Vice President
position at her campus. A male candidate (with a Ph.D. w hich she does not
possess) was hired instead because the Vice President w as "star-struck" by the
candidate's educational background and prior em ploym ent at a high-profile
institution.

Barbara also recalled another female adm inistrator w ithin the

student affairs division on her cam pus whose starting salary w as significantly
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less than the m an that was hired to fill the same position only three years later.
She observed, "T hat's m ore of a political situation th an a gender situation."
Overall, Barbara felt that one of the biggest challenges she has faced has been
"getting other folks to understand the complexity of the job."
Crisis M anagement
Like Ann, Barbara's example of a crisis she had faced in her role as a
union director was personnel-related. She recalled a situation that resulted in the
term ination of an em ployee w ith w hom she also h ad a close personal
relationship. She admitted:
It really taught me that there has to be a fine line. You can be too
close to people and to w ork associates, but if you start doing too
m any things outside of the workplace, then you literally can get
into those kinds of situations where w hen you have to do any kind
of discipline, then it's a lot tougher.
As a result of this particular incident, Barbara realized that "I needed to
separate myself [from her staff members] in the future."
Impact of Career on Personal Life
Barbara's perception of how her career has im pacted her life was honest
and mixed w ith emotion. On the positive side, she noted that her role as a union
director has m ade her, in her words, "a m uch more w ell-rounded person. She
added:
I tend to see things from m any more angles than I did in the past.
Things are never black and white.

I've had w onderful travel

opportunities to see places I m ight not have seen otherwise. I think
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my w orking at the university provided the positive influence for
my children to ensure that they get a college education.
She lam ented, however, that she has "lost sleep w orrying about budgets and
student fee referenda."
Summary
Barbara's entry into the field of higher education adm inistration "w asn't
really planned." W idow ed at a young age, she applied for a student activities
position at a campus near her home in order to support her children. Three years
later, she accepted an "em ergency appointm ent" and began serving as the
coordinator for the student union for the same institution. She lobbied to have
the position title changed to director the following year and has rem ained in the
sam e position for over tw enty years, supervising the construction of new
facilities and increasing the staff to m eet the needs of the in stitu tio n 's
community.
Because Barbara had spent her entire career at the sam e institution, she
felt that her views related to the impact that her gender had played on her ability
to succeed in the field were som ew hat limited. She w as aware, however, that
other male directors w ithin the student affairs division on her cam pus received
higher salaries and had requested an equity adjustment.
Barbara balanced her roles as a single p arent and the director of a
university union by bringing her children to cam pus w ith her. She noted that
they had thoroughly enjoyed "grow ing up" at her union and felt that because
they spent so m uch time at work w ith her, "there was never any doubt that they
w ould go to college w hen they were older."
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Case Study Three: Carol

Role as a Union Director
In her late thirties and divorced, Carol has served as the director of the
same facility for three years. She viewed her role as that of a coordinator, albeit a
coordinator w ho also sets a direction for the organization. She stated, "Student
unions have so m any different functions and roles and responsibilities. I think
part of m y job is to keep those activities and functions coordinated." Then she
added that her position required her to be more of a "direction setter," as:
Just coordinating w ould be just keeping things the same day to day
and I don 't think that's w hat w e're all about either. Keeping up
w ith trends, keeping up w ith student needs, keeping up w ith all of
the things that im pact w hat we do and how we do it and keep us
m oving in the right direction.
Description of a Typical Day
Carol's description of her typical day included three to four hours of
meetings. A large portion of her w orkday was spent "just trying to keep in touch
w ith all of the things in the office." Examples included, "returning phone calls,
responding to emails, dealing w ith facilities-related issues that come up. And
those seem to pop up w hen you least have time for them." She rarely takes work
home w ith her and stated, "I'd rather stay in the office and w ork an extra hour or
so at night and go home and not have additional w ork to complete."
Leadership/M anagem ent Style
At one tim e, Carol w ould have described her leadership style as
"m anagem ent by w alking around." The current expansion project associated
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w ith her union, however, has limited her ability to leave her office. Instead, she
delegates "both responsibility and authority to m y staff and give them the ability
to set their part of the operation up the w ay they w ant it to operate and then I
support them." Carol struggled w ith her ability to be completely inclusive in her
decision-making practices and stated that "because of the games you have to
play to get things accomplished" she had been unable to include students and
staff in decision-making to the extent that she w ould have liked. She noted, "I
d o n 't like to m ake them think that they have input or control over a decision
that's really being dictated from somewhere else."
Carol was reluctant to consider herself a visionary leader because she felt
that she was n o t :
O ut there on the cutting edge.

I'm really m ore, at this point,

reactive than being out there in the front. I think to be a visionary,
you have to really be able to delegate all the day-to-day things and
focus your time and attention on the future and m oving forw ard
part. I don't have that leisure right now to do that.
Impact of Gender on Ability to Succeed
Carol felt that her educational background (a bachelor's degree in
business and a m aster's degree in public administration) and her previous work
experience in resident life and university union operations provide a "level
playing field" and allowed her to feel comfortable in a m ale-dom inated field.
And while she noted that gender m ay be lim iting to w om en in other areas of
academia, she also observed that "being a wom en does not lim it you in student
affairs."

She indicated that m en and w om en in stu d en t affairs positions

frequently hold similar philosophies and adopt similar m ethods and techniques
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w hen working w ith students and staff members. She stated, "I guess in student
affairs m en are m ore sensitive to people issues and the people side of w hat we
manage." She also noted that:
There is a distinct difference [between] m en in adm inistrative
affairs...their style and approach...and m en in student affairs and
their style and approach. I think that m en in adm inistrative affairs
tend to be less concerned about the people side of the decisions
they're m aking, less sensitive to the im pact that an approach is
having on the individuals involved in the issues. A nd again, I
think that's because they're less in touch w ith the students and
th ey 're m ore focused on num bers and m ore concerned about
bottom lines and some of those kinds of things.
As a female union director, she believed that she was "even m ore attuned to the
impact that our decisions are making on people's lives." She eventually surmised
that:
W omen do have to prove themselves. And you have to either come
in and technically prove yourself, or you risk every decision being
challenged and questioned. My experience has been once you
prove yourself as a technically com petent individual, you're not
continually challenged on that level.
Crisis M anagement
Carol felt that as a union director she does:
more crisis m anagem ent than day-to-day management. Part of it is
because the university really doesn't understand the student union
in the sense that the [state university system] created them. Part of
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it's because the cam pus doesn't have a really strong infrastructure.
So, it just seems like everything becomes a crisis before it gets dealt
with.
Mentoring / Role Modeling
Carol did not see herself as a mentor. She recalled that "several students
over the years have said, I w ant to be like you, bu t I d o n 't know w here that
comes from." She related this response to her feeling that she isn 't "good at
giving advice about things."
Future of W omen in the Field
Carol was hopeful that gender "doesn't continue to be a lim iting factor."
She felt that female union directors should be able to "come to the table as
people, not as a gender and be accepted." She advised young w om en that are
considering a career in university union managem ent to:
Be really passionate about w hat you are doing or the other
frustrations are going to become overwhelming. There is a lot of
pressure on your personal life. There's a lot of pressure on you to
play ball the way the guys play ball.
She recalled instances in which she was excluded from golf outings or
happy hours that w ere organized by male colleagues on cam pus and even
noted th at som e of her co-w orker's w ives w ere suspicious of her
interactions w ith their husbands.
Impact of Career on Personal Life
In response to the question related to the im pact that her career has had
on her personal life, Carol's answ er was som ew hat guarded. She did reveal,
however, that she tries to keep her personal and professional lives separate and
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noted, ""I think I make the m ost of the time I do have by choosing who I spend it
w ith and how." She felt that being young and single m ade her appear more of a
th reat to fem ale colleagues and lim ited her ability to establish collegial
relationships w ith male administrators. As a result, Carol has decided to "keep
my personal life very m uch separate from w ork at this point. So, nobody knows
that I'm involved in a relationship and very content w ith that relationship and
not looking to do anything else because I don't bring it to work. I don't involve it
at work."
Summary
Carol's lengthy career in higher education adm inistration has included
positions in residence life and financial aid. She felt that being a w om an did not
limit her ability to grow in the field of university union m anagem ent, yet she
provided some significant examples of incidents in which she had been aware of
"the fact that I'm a w om an playing in a predom inantly male world." Single and
childless, Carol preferred to keep her professional and personal lives separate
and offered few details related to how she spent her time away from her union.

Case Study Four: Donna

Donna is a Caucasian female in her late fifties w ho has served as the
director of her union for the past six years. She has spent m ore than thirty-five
years at the same campus, having previously held a variety of program m ing
positions before her appointm ent to the position of A ssistant Director of the
Union, a position she held for over twenty years.

63

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

Role as a U nion Director
In her role as union director, Donna saw herself as "being someone who
sets an example and provides a sense of direction for everyone else that works in
the organization." She also realized that:
The people that w ork in that organization look to that individual
for m otivation and for affirm ation and for encouragem ent and
direction, certainly. Someone who can help them define their own
place in the organization. Certainly, the focus of w hat we do in
college unions is very service-oriented and I think the director sets
a tone for that. In fact, I think the director sets a tone for everything
about the operation and how people feel about it.
Surveys and attendance figures have dem onstrated that the students on
Donna's campus visit the union on average at least once a week. She noted that:
As a result, they see their friends there, they do other things there,
and so on. And all of that eventually builds into a rem embrance of
the university. They're m uch more likely to rem em ber that out-ofclass experience years dow n the road than they are to rem em ber
w hat w ent on in the classroom. And, so w hat we try to do is to
help them create that sense of identity.
Description of a Typical Day
D onna's average day begins at 8 a.m. and frequently includes three or
four scheduled meetings. She prefers to handle her own calendar, noting "I'm a
great believer in controlling m y own time." Most of her days ended by 6 p.m.,
b u t "if there is a function in the building or on campus that I need to stay for, a
lot of times I just stay on campus. In a given month, I come back for events four
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or five times a m onth and a lot of these are our ow n union-sponsored events.
Programs, speakers, theatre events and that sort of thing." She tries "very hard"
not to take w ork home w ith her at night or over the weekend, and notes that she
did not have internet access at home. Access to voicemail, she notes, still allows
her to rem ain accessible to her staff, should problem s or concerns arise during
off-hours.
Education and Training
Donna entered the field of higher education adm inistration directly out of
her undergraduate career. She pointed out that, "There certainly is no academic
curriculum that can prepare you for operations. Anybody that I know that does
that in this field learns it on the job." She also credited her involvem ent in ACUI
w ith providing her w ith the information that she lacked w hen she m oved from a
program m ing position to an operations-based job. She recalled:
The exposure that I had to operations colleagues and attending
sessions at ACUI conferences and got to ACUI sem inars - that was
how I got the exposure to operations. In my own organization, we
did not give program people any direct experience in operations. I
knew how to draw a room set-up and knew w ho I needed to
contact for audio-visual equipm ent and those kinds of things, but
as far as m aintenance and facility up-keep and renovation and all
that, that was really through ACUI.
Leadership / M anagem ent Style
Being an "open com m unicator" and a "good listener" are integral to
D onna's leadership style. She rem arked that she is "a great believer in positive
reinforcement. I think that w hen you go out of your way to let people know that
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they've done a good job at som ething, even if it's just p a rt of their ordinary
routine, that it really m akes a difference in a person's w orkday."

She also

believes that professional developm ent opportunities play a key role in the
continued grow th and satisfaction of her employees. She noted that "w hen the
[travel] dollars are there, I feel that's one of the absolute best ways for people to
feel good about their jobs, for one thing, and to learn some new skills and to
netw ork w ith other people who do the same kind of jobs that they do." Donna
also reflected, "I also think that it's our job to give o pportunity to people.
N obody's perfect. Everybody makes mistakes. It's our opportunity to help those
people develop into the best they can be. So I really believe in bringing people
along."
Impact of Gender on Ability to Succeed
Until the late 1990s, Donna was one of only two w om en to hold a union
directorship at higher education institutions in her geographical region. She
noted that "all of the m en that held these positions were career union people that
had probably been in the field twenty-five or thirty years. In fact, some of them
had been in the same job that long." Transitions at other regional campuses have
resulted in an increase of female directors w ithin the regional consortium of
w hich D onna's school is a member. Deeply engrained social m ores are one
possible explanation for this slow change, b u t D onna em phasized that the
change certainly has happened slowly in her region. Donna speculated, "I think
[this region] has been slower to m aybe embrace the idea of w om en holding
certain jobs that were traditionally held by men." She felt that prior interaction
w ith other male directors in her region through ACUI increased her sense of selfconfidence w hen she began to attend consortium functions after she became a
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director. She adm itted, "If I ever felt intim idated by m ale colleagues or male
administrators, it w ould have been at my own institution."
Mentoring /Role Modeling
M entoring w as significant to Donna and she hoped to m odel specific
qualities that w ere valuable to her as a union director, including "patience,
perspective and persistence." She listed two of her previous supervisors (both
men) as individuals she considered to have been her mentors. She rem em bered
h er first "boss" fondly, recalling, "H e probably h ad one of the m ost old
fashioned notions of w om en's place in the world. But, he w as a very open
person and somebody I could debate with. In fact, he welcomed that."
Feminist Identity
W hen asked if she considered herself a feminist, Donna responded, "Oh,
definitely!" She also noted:
It really bothers me that there's been such a negative connotation
attached to that w ord. W hen I think of feminism, I just think of
w om en taking the m easures and the steps that they need to have
the sam e rig h ts and the sam e o p p o rtu n ities th a t our m ale
colleagues have always had. I don 't see anything negative about
that at all.
Donna felt that the negative stereotypes associated w ith feminism can be
dim inished "through dialogue and by talking w ith young w om en about w hat
feminism is and w hat it can be for them. Unfortunately, I d o n 't think a lot of
them will really understand until they get out into the workforce." She also
observed that:
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Fem inism only becomes of interest to w om en w hen w e ru n up
against those obstacles or those stereotypes.

Or, have the

experience of being in a mixed group of male and female colleagues
and the males only talk to each other because they d o n 't believe
that the wom en have anything intelligent or im portant to say.
Future for W omen in the Field
Donna observed that she hoped
To see m ore w om en go into the operations and business side [of
union m anagement]. I think that traditionally, w om en have been
associated w ith the program side, and rightfully so. I think w e're
very good at program m ing. W e're good at details and w e're good
at taking care of people. You know, we tend to have a lot of
patience w orking w ith students. But, I think there are probably
m ore opportunities for advancem ent of w om en w ho also have
experience in facilities and operations and on the business end of it,
the accounting and the contact w ith the lease operators and those
kinds of things. And I think that as more wom en choose to go into
business or engineering, or w hat their choice is, w e'll see m ore
people doing that. W e'll see m ore people going into the facilities
and operations side. Certainly, there are m any m ore wom en doing
that now than w hen I started out in the field. You know, that was
one of those unspoken expectations...that operations could only be
done by men. And, I think w e've got some wom en in the field that
have dem onstrated very adequately that w om en can do just as
good, if not better, a job in the field.
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Impact of Career on Personal Life

Donna stated that her career as a union director has im pacted her personal
life "very positively." She credited the support of her spouse and children as
vital to her success, noting that her children w ere "basically raised in the
university environment."
Summary
Donna entered the field of higher education adm inistration w hen she
accepted a tem porary appointm ent to a program m ing position at her alma m ater
in the late 1960s. After relocating to another region of the country, she held a
num ber of program m ing positions at her current institution and eventually
became the director of the union six years ago. She has consciously sought out
additional education opportunities to strengthen her knowledge base in areas
that her expertise w as limited (e.g., construction and renovations, operations and
facilities management). She has successfully balanced her job and her family
responsibilities by establishing boundaries between her w ork and hom e lives.
Examples of strategies she had adopted included refusing to check email from
her home and limiting the num ber of "after hours" program s that she attended
each month.

Case Study Five: Ellen

Ellen is an Asian American w om an in her mid-fifties. For nineteen years
she has served as the director of one of the largest university unions in the
United States, a facility she describes as "a $20 million dollar operation." She has
w orked on the same cam pus for m ore than thirty years and held a variety of
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program m ing and operations-related positions prior to her appointm ent to the
directorship of the union.
Role as a Union Director
W hen asked how she views her role as a union director, Ellen noted that
her current perception is "a lot different than w hen I began m y career." Upon
assum ing her position, she thought she w ould be responsible for m anaging the
facility and its operations. She was surprised to learn, how ever, that "you're
m uch more externally focused. To protect your building and to be sure that your
staff gets the proper information to do their jobs."
This extended focus carries over to Ellen's conception of the rules her staff
should play.

Ellen encourages her staff m em bers to concentrate on their

respective positions during their first year at her union. After that, they are
expected to join a committee w ithin student affairs to serve as "am bassadors" for
the union. She believed that these netw orking opportunities allow her staff to
"understand that they are part of a bigger team."
Description of a Typical Day
Ellen's average w orkday is nine hours long and begins routinely w ith a
m eeting w ith her senior staff members. These daily "check-ins" allow Ellen and
her em ployees to "talk about the day. Is there anything unusual or w eird
coming up?

Did anything happen yesterday that we all need to know about?"

These m eetings last fifteen m inutes to an hour and provide critical informationsharing that allows staff m em bers to cover for one another in the event of an
em ergency or unexpected incident. Ellen noted, "One of the advantages of
m eeting every day is that w e're very responsive. Very few things sit m ore than
twenty-four hours."
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Leadership/M anagement Style

Ellen described her leadership style as "orchestrating all the personalities,
to be sure that you pull out the best in each of them ."

She feels that it is

extremely im portant to "be sure that everybody's playing fair." She frequently
takes the opportunity to get feedback from her staff:
Because their perspectives are so different and it's im portant to me.
If I'm looking for a real wild, crazy idea or the absolute opposite
perspective, I know w ho I w ant to go to. If I'm looking for a
hum anistic interpretation of w hat's happening around me, I have
another staff person to go to or one w ho's better at it than maybe
the others. And then, if I really w ant an assessment of the political
arena, there's another person.
Impact of Gender on Ability to Succeed
Ultim ately, Ellen feels that her ethnicity has im pacted her ability to
succeed in the field of university union m anagem ent m ore than her gender. She
observed that being a w om an of color has resulted in assum ptions being m ade
because "everybody is looking to...I hate to p u t it this w ay...fill quotas or look
good on an affirmative action report."
Mentoring /Role Modeling
Ellen considers herself a mentor, especially to her current staff members.
She noted, "My goal is for them all to become union directors, so I really try to
give them insight into the things I do and to p ro v id e developm ental
opportunities for them on particular projects or delegate responsibilities to
them." She has been "pleasantly surprised" to learn that young professionals at
other institutions and individuals in other departm ents on her ow n cam pus also
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regard her as a role model, "because that means you can have influence w ithout
having a direct supervisory role."
Feminist Identity
Although she was hesitant to call herself a feminist, Ellen noted:
I really try to be supportive of wom en in the field, period. I am
really supportive of w om en and their aspirations and try to
encourage them to stretch beyond, further beyond their first
inclinations. I think for a lot of women, their first inclination is to
hide.
Future of W omen in the Field
Ellen's vision of the future included "m ore w om en union directors,
obviously." She hoped that wom en "have the confidence to p u sh themselves.
Get out there and do it." More im portantly, however, she w ould like to know
that individuals that aspire to become union directors
are happy. A nd that it's less a gender thing then that they are
happy doing w hat they're doing. And that they feel satisfied w ith
that. If they w ant to have a family and that's w here they w ant to
focus, that's w here they focus. If they w ant to be a union director,
that's fine, too.
Impact of Career on Personal Life
Ellen and her spouse have w orked together to raise their child. H er
husband even spent time as a stay-at-home dad until their youngster was old
enough to begin kindergarten. W hen her husband began to w ork on-campus as
well, their child regularly spent tim e at the union and even helped Ellen's
student w orkers w ith room set-ups and attended events and activities. She
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fondly recalled that w hen the toddler was four, she requested a Christmas "wish
list" from the youngster. She was thrilled w hen her child simply responded, "I
w ant the union."
Summary
Ellen's career p ath to a union directorship included four different
program m ing positions on two different cam puses and lasted approxim ately
thirteen years. She credited the support of a former director in her decision to
pursue a union director job for herself and learned m any of the operational
aspects of her position by serving as an assistant director first. Despite her
professional accomplishments, she adm itted that the m ost im portant goal in her
life was to be "a good mother" and acknowledged that she "w asn't always there"
for her family. Her felt that her child was "really very m uch a part of the union"
because the y oungster frequently accom panied her to w ork and w ould
sometimes disappear "for three or four hours" to help her student employees set
up for program s or events that were held in the facility.

Case Study Six: Faith

Faith is a Caucasian female in her early fifties. She w orked in the college
union field for twenty-five years. She left the field in the late 1990s after serving
as the director of a union facility located on the cam pus of a large, state
university.
Role as a Union D irector/D escription of a Typical Day
Faith recalled, "One of the things that surprised me w hen I became the
director of a union w as that I spent more time in the political arena than I did
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working w ith staff, students and as directly w ith operations as I did before." Her
average day began at 7:30 a.m. and regularly spanned twelve to fourteen hours.
She remembered:
The office support folks w ould hand me my schedule for the day,
w hich typically consisted of nine hours of meetings. Lunch was
spent in a meeting w ith som eone...m eeting and eating. At five or
five-thirty in the afternoon, w hen m ost people w ent home, I stayed
to follow-up on the things I did n 't have time to do during the nine
hours I was busy talking to folks. I'd try and take w hat I had done
in the m eetings and translate it into action, either m y ow n or some
else's. It was nine-thirty or ten o'clock just about every night before
I w ent home.
She also felt that this dem anding w ork schedule w as m andated by her vice
president and recalled "He worked eighty to ninety hours a w eek and expected
that everyone that reported to him do the same or they w ere not worthy." Single
and childless, she noted that, "I d id n 't have things that w ere tugging at me. It
was easy for me to dedicate my time and m y efforts tow ard that particular job,
even though I d id n 't like that. There was a job to be done and one of the things
I've always done my entire life is, if there was a job to be done, I did it."
H er workaholic lifestyle was not expected of her staff, however. W hen
asked about this issue, Faith quickly responded, "I d o n 't like to p u t people in
that situation. I w orked in a com m unity w here there w as lots to do and I
encouraged folks to have that balance."
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Leadership / Management Style

Describing her leadership style as "situational," Faith stated that it was
"based upon w hat the outcomes need to be. I've alw ays been perceived as
someone w ho is expecting as m uch from others as I was willing to give in terms
of quality service. Some people needed more structure than others and I w ould
provide that for those w ho needed it." She adm itted that there w ere some
differences betw een her m anagerial style and that of her male colleagues, but
also noted that:
I tend to be very direct and to the point and m y style is m ore
typically view ed as one that m ales portray m ore than wom en.
There's not a lot of em otion that gets into the mix and I'm very
task-oriented and outcom e-oriented and not typically labeled as
high relationship, even though I have very solid relationships w ith
people. It's not the stereotypical female process. Mine is m uch
more analytical.
Impact of Gender on Ability to Succeed
Faith definitely felt that her gender had impacted her ability to succeed in
the field of university union m anagem ent. She states that she "had to w ork
harder at it than m y male counterparts. I had to prove myself. The expectation
was greater from m y male supervisors." She also pointed out that none of her
direct supervisors had been women.
Faith looked to other w om en in similar positions as mentors. Typically
she developed relationships w ith colleagues on other cam puses and "looked to
them for support." She adm ired the sense of balance that they appeared to have
betw een their professional and personal lives.

She stated that, "They had
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something else besides the job. I was always looking for ways that I could walk
away from the job at five o'clock or six o'clock, bu t I d id n 't have that same
situation."
Crisis Management
W hen a natural disaster decim ated her form er facility, Faith's initial
reaction was, "Holy cow! Look at all this task! It was like triage. W hat do we
need to do first?" More difficult than organizing the recovery and rebuilding
projects, however, w as the "politics that w ent along w ith that, and the abuse.
N ot just to me or to the people in the union, bu t to the entire campus. Because
our leader, our president, dem anded so much. The hum anity of the campus was
n o t considered in this."

She still felt that the trem endous loss that w as

experienced by the entire campus was never acknowledged. She noted:
It's not a m atter of work, it's a m atter of w hat's the im pact on the
hum an soul. We can't not take that into account. People have to
grieve. W hether you lost the files in your office, or the place you
norm ally w ork is now gone and you have to rebuild that, it's a
huge loss for people. That was a m issing element.
Feminist Identity
Faith hesitantly described her as a feminist "from the standpoint
that I've always tried to pave a way for others after me. There's a lot of
very capable young wom en and I'll do anything I can to help them be
successful." She was concerned, however, that a "gap" exists betw een the
veteran female union directors and the young female professionals that
could potentially succeed them as they retire. She asked, "W here are the
people to follow them?"
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Future for W omen in the Field
Even though she left her directorship four years ago, Faith's perspective
for the future of wom en in the field of university union m anagem ent was similar
to the response given by Ellen. Faith hoped:
To see more and more w om en be attracted to the profession where
they will be happy and they will be adequately com pensated. If
w om en aspire to be directors of unions or vice presidents or
presidents, we should do everything we can to support that goal. I
think in general, that w om en tend not to w ant to w ork all the time.
W om en have a tendency to find success and achievem ent
differently than m en do. So, I w ouldn't impose a view of success
on wom en and say that w om en haven't gotten w here they w anted
to go because of their gender.
Impact of Career on Personal Life
After leaving her last position, Faith began w orking w ith a non-profit
organization that supports adm inistrators in higher education settings. W hen
asked if she h ad any regrets, Faith immediately answered:
No. I had said at one point in m y career that I never w anted to do
anything else. I just loved being in the union. I loved working
w ith students. I loved working w ith diverse populations. I loved
doing the w ork and thought that I w ould never leave it. I'm the
person th at I am because of those experiences.

But, I have

absolutely no desire to go back to w ork on a campus.
She also felt that her latest career path allowed her to serve the same community
w ithout "huge politics" and "huge egos."
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Summary
Faith entered the field of university union m anagem ent because she
"needed a job."

Unlike m any of the other w om en included in the study,

however, she never held a program m ing position and was able to obtain her first
directorship position after having held three other operations-related jobs at
three different institutions. She was challenged by the political responsibilities
associated w ith her directorship role as well as the lim ited am ount of time she
was able to spend on the operational needs of the facility. Single and childless,
Faith confessed that she was a workaholic and spent sixty to seventy hours a
week at her union. She looked to colleagues w ith families as examples of how
she could better balance her job and her personal life.

Case Study Seven: Gwen

Role as a Union Director
M arried and in her early forties, Gw en is a C aucasian fem ale who
manages the university union on a large, public campus that m easures more than
300,000 square feet.

She sees her role as the director of the facility as

"m ultifaceted," and enjoys her ability to interact w ith students as well as the
o pportunity to "m anage" university politics (even though one of her least
favorite aspects of her job is the "constant political battles and com petition for
funds").
Description of a Typical Day
Gwen's typical day begins at 7:30 a.m. and lasts twelve hours. D uring this
time, she "responds to different incidents," attends a variety of meetings, events
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and activities and is faced w ith innum erable personnel and budget decisions.
She credited the support of her husband w ith her ability to w ork extended hours
and sometimes hires a student to baby-sit so that she and her spouse can go out
"every couple of weeks."
Impact of Gender on Ability to Succeed
Gw en insisted that she has refused to allow her gender to im pact her
ability to succeed as a university union director. W hen asked about this issue,
she sim ply responded, "I h av en 't let it."

W hen asked to share her views

regarding gender equity for female union directors, she noted:
Salaries are still below those of males. It's getting better, but it
seems that m ost of the m en offer to assist, consult, m entor and are
offended if you do n 't ask for their help. There seems to be a lot of
ego involvem ent for m en vs. women. I definitely don 't feel like I'm
part of "the club." My associate director (who is male), constantly
gets approached and asked questions about our union. I get very
few questions, let alone acknowledgement that I'm the director.
Mentoring / Role Modeling
G w en struggled to nam e individuals th at she considered to be her
m entors, noting that all of her role m odels have been m en.

D espite this

experience, she viewed herself as a m entor for her staff and students. She stated
that, "I alw ays focus on how I can help m y staff grow personally and
professionally. I spend a lot of time advising students and allow them to make
their own decisions and mistakes." She was also hopeful that there will be more
female union directors in the future and encourages young w om en to "be openm inded and learn as m uch as you can."
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Impact of Career on Personal Life

Overall, Gwen felt that her career choice has been a positive influence on
her personal life. She observed that her w ork has, "m ade me a stronger, more
confident person. It has forced me to be m ore organized, professionally and
personally."
Summary
Gw en becam e involved in university u nion m anagem ent w hen she
w orked at her cam pus union during her years as an undergraduate student.
Prior to obtain her current directorship (which she has held for four years), all of
her w ork experience had been in operations-related positions. While her career
as a union director has had a positive impact on her life, Gwen still felt that she
w asn't part of the "club" established by male union directors. In spite of her
hectic schedule, Gwen has successfully m anaged to balance her career w ith her
roles as a wife and mother.

Case Study Eight: Helen

Helen is a Caucasian w om an in her late forties. She has served as the
director of her union for nearly five years. M easuring over 180,000 square feet,
her facility is located on a large, urban cam pus. H elen particularly enjoys
"w orking w ith the students, the challenges and the rew ards. It's a great job!
Next is the facility operations. The ability to take the facility, bricks and m ortar
and translate that facility into a comm unity center is an awesome opportunity."
She least enjoys "the politics...the games you have to play to get the job done or
to m eet your goals."
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Role as a Union Director
H elen views her role as a union director as "m ultifaceted in term s of
running a facility and providing leadership and vision. Setting the big picture.
Setting the future direction of w here our organization is going to go." She
reluctantly admitted, "As m uch as my heart is in the day-to-day activities, I don't
spend a whole lot of time there anymore because I have bigger things to position
and to learn to be a political navigator for our organization."
Description of a Typical Day
While she described herself as a "recovering workaholic," H elen's average
day w orkday still begins at 7 a.m. and she typically w orks fifty-five hours a
week. She "occasionally" takes w ork home, but tries to lim it herself to "only one
project at a time."
Leadership/M anagem ent Style
Helen replaced a male director that had been at her institution for more
than twenty-five years. Her staff members have told her that they appreciate the
differences in her m anagerial style and the changes she has m ade since her
arrival. She declared, "I think wom en focus more and m ore on getting students
involved and out in front. A nd that's w hat makes the students grow and the
union grow and it's a slightly different style."
Utilizing an open-door policy, Helen let her students and staff know that
they can talk to her about anything. She was told, however, that she "scared the
hell out of the students." In response, she created a student m anagem ent team,
hoping that, "if they w on't talk to me, they'll talk to their peers." She meets with
this group of student employees once a m onth to w ork on issues, including
getting feedback from students on their recently developed strategic plan.
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M entoring / Role Modeling
M entoring students and young professionals is im portant to Helen. She
enjoyed "preparing people to grow beyond w hat they think they can do. Being
supportive and challenging." Helen also noted, "I never settle for status quo and
I urge people to push the envelope all the time. If we falter, it is okay to get up,
dust ourselves off and more forw ard again, learning from w hat tripped us up in
the beginning.

M ore im portantly, I believe in ethical decision-m aking and

integrity. An that is w hat I try to convey to people that w ork w ith me."
In addition to her ability to m entor students and young professionals that
hope to enter the university union field, Helen also serves as an educator on her
cam pus for issues of diversity, tolerance and respect. After she w as nearly
"outted" by a student organization at her former campus, she regularly discusses
her sexual orientation at staff training sessions in an effort to educate others.
And, while she noted that she preferred to "m ake my point and bring people
along," she adm itted that serving as a role model was "a great teaching tool."
Feminist Identity
Helen was fairly decisive in her response that she did not consider herself
a feminist. She stated, "I don't really consider myself a feminist. I believe in
w om en's issues and w om en's rights, but I believe in all rights. And, I will fight
equally hard for anyone that is being mistreated."
Future of W omen in the Field
Helen was especially optimistic about the future of wom en in the field of
university union m anagem ent and sees:
More and m ore of us being presidents of universities. I really do
think that is going to happen because more and m ore people have
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got to realize the impact that student affairs has and the union and
activities folks have on the life of the campus.
She realized, however, that her views m ight be:
Idealistic and unrealistic because the academic side m ay not, or try
not, to let that happen. But, I really think that there's going to be
more and more of us m oving up higher, out of union w ork directly
into vice presidencies.
Impact of Career on Personal Life
H elen valued the support of her partner and noted that, "I've been told
that, for a gay couple, we live m ore like a traditional m arried couple." In fact,
her partner left her business and relocated to another region of the country w hen
Helen w as offered her current position. A nd while her partner has slowly re
established her business, Helen is definitely the prim ary breadw inner in their
household. Renovating their home and a menagerie of pets provide a source of
balance for Helen. She also played golf in a local league that included other
w om en from num erous area businesses, noting "it's m aking connections and
knowing w hat's going on in the community."
Summary
Helen held various program m ing positions w ith a comm unity-based non
profit organization p rior to her entry into the field of univ ersity union
m anagem ent.

She relocated to another region of the country to accept her

current directorship (which she has held for four years). She felt that a lot of "old
school ad m in istrato rs" in hig h er education a d m in istratio n (though not
necessarily in union m anagem ent) were in the position to im pact the ability of
wom en to succeed in the field by influencing hiring decisions on some campuses.
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Helen described herself as a "recovering workaholic" and tried to limit herself to
taking only one project hom e to w ork on each night. She played golf in a
w om en's league comprised of local businessw om en and has established a fitness
regim en w ith her partner to provide a sense of balance betw een her career and
her personal life.

Case Study Nine: Iris

Iris could be considered the "rookie" among all of the w om en included in
the study, having held her directorship for less th an one year.

A n Asian

American w om an of color in her early forties, she enjoys the constant challenges
of union operations and w orking w ith a diverse cam pus population.

She

acknow ledged, how ever, th at the politics related to her position can be
"extrem ely challenging" and noted, ""W hile I like to think of m yself as very
accom m odating and eager to please, it is not easy to say yes to everyone's
requests and it can be very difficult saying no to student leaders."
Role as a Union Director
Iris feels that her role as a union director is to "m aintain the student union
so that it is seen as a viable place for students in the cam pus com m unity.
Provide facilities and services th at students w ant and th at the cam pus
community can use." She is concerned over the maintenance and upkeep of the
union, as the facility is more than thirty years old and no longer meets the needs
of the institution's current student population.
A proposed referendum to increase student fees to provide for a new
university union did not pass.

As a result, one of her prim ary goals is to
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"revitalize" the existing structure w ith the lim ited funds available to her.
Potential projects included replacing carpeting and p ain t in m eeting rooms,
identifying new vendors to lease available retail spaces in the facility and
p u rch asin g state-of-the-art audio visual eq u ip m en t for use by stu d e n t
organizations and conference groups.
Description of a Typical Day
Iris noted that she usually arrives at her office at 7:00 a.m. First, she
checks her email and voicemail for any new messages. Then, she walks through
the building and meets with her building services m anager and receives updates
related to needed repairs or anticipated projects.
Although her daily schedule contained an average of four "back-to-back
m eetings," Iris attem pts to "block off" two to three hours of tim e each day to
tackle paperw ork, return phone calls and email messages. She rem arked that,
"at least people know that I'm accessible during those times."
Iris declared that she probably works ten to twelve hours a day. She
preferred to stay at her office rather than take w ork home w ith her. Iris stated:
Usually by the end of the day, I'm so brain-dead and fried that I'm
not effective at home. I try really hard to keep m y w ork life and
hom e life separate. If I bring anything home, it's som ething that I
have to read or proof, or I'm reviewing notes for a presentation I
have to give the next day. But, for me to hop on m y com puter at
hom e and start doing w ork...no, because in order for me to keep
m y sanity, my hom e life is my hom e life and I just d o n 't w ant to
cross that line.
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Leadership / Management Style

Iris described her m anagem ent style as "sim ple."

She feels that the

docum entation of incidents and meetings is also critical and plays an im portant
part in her ability to rem ain communicative. Teamwork is also significant to her
and she tried to involve her staff in decision-making, whenever possible.
Iris laughingly referred to herself as "borderline overly anal-retentive."
She feels that her leadership style differed from that of her male colleagues in
that she tried to be "really, really detail oriented," w hile she characterized
previous m ale supervisors as "am biguous and vague."

She noted that her

directions to her subordinates are "very specific, " b u t she felt that she still
allowed for "freedom and flexibility" for her staff to provide feedback and input.
Overall, Iris was committed to "bring people together as a team. "
M entoring Relationships
All of Iris' supervisors in the field of university union m anagem ent have
been m en.

She noted that the m ost influential in d iv id u al in her career

developm ent had been a wom an that she worked w ith prior to her entry into the
field. Iris remembered:
She was very approachable, she was very communicative, she had
a great sense of humor. If you m ade a mistake, she never m ade
you feel bad about it. I think I learned a lot from her. And, I think
I've integrated a lot of her m anagem ent style into who I am today.
Iris encouraged young w om en considering a career as a union director to:
W ork hard and persevere. Get a lot of practical experience. W ork
hard and go above and beyond w hat your current job is. Try and
get a mentor. Find somebody that you can click w ith and connect
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w ith and som eone that's going to w ork w ith you and help you
along.
As far as her three previous male supervisors w ere concerned, Iris felt
that:
In retrospect, if I look at them, I've learned som ething from each
one. N ot purposefully as a m entor/m entee type of relationship,
b u t I've learned about m anagem ent styles that w ork, definitely
m anagem ent styles that don't work, how I do not w ant to manage.
Com m unication styles that I just thought were inappropriate. So,
in that respect, I don't' know if you can look at that as a m entoring
relationship, b u t it's m ore like lessons learned from previous
supervisors.
Impact of Gender on Ability to Succeed
Iris has never felt that her gender im pacted her ability to succeed in the
field of university union m anagem ent until she had been in the field for almost a
decade and began to w ork w ith a new male supervisor. She noted, "I was pretty
m uch shocked at how different I w as treated as op p o sed to m y m ale
counterparts, w ho w ere in lower positions that I was in. There w as a lot of
favoritism tow ards the m ales and I w as pretty m uch excluded.

I w as the

assistant director and m y supervisor w as the director, b u t did not treat me as
such. It was quite noticeable to me, to the staff and to outside people.
Like Ellen, Iris considers her ethnicity to have been more significant in her
ability to obtain a union directorship. Iris expressed her concern that because she
was a w om an of color that people have looked at her and thought, "she fills an
affirm ative action quota."

She has shared her fears w ith her previous and
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current supervisors and was assured that was not the case and that in fact, she
was the top candidate for her position. Despite this reassurance, however, she
adm itted that this negative perception, "still bothers me."
Education and Training
Follow ing g raduation from high school, Iris began w orking in the
hotel/restaurant industry and did not consider going to college. To appease her
parents, she began coursework at a local university, bu t as a com m uter student,
she never felt connected to the campus and subsequently left school to w ork full
time.

W hile she has continued to interm ittently take classes, she has not

completed her undergraduate degree. Iris adm itted that she is an anomaly in the
field of university union m anagem ent, as the m ajority of her counterparts at
other campuses typically have a m aster's degree.
Iris eventually applied for a m eeting services coordinator position at a
large, public university and began to appreciate the sense of flexibility and
excitem ent that the union environm ent offered. Three years later, she was
encouraged to apply for the assistant directorship of a union on another campus.
She successfully obtained that position and served in that capacity for nearly a
decade. W hen her supervisor (the director of the union) retired, Iris served as
the interim director for almost a year. She recently left that institution to accept
her current position (union director) at another large, urban campus.
Iris remarked:
W hen I first entered the university union business, going to
m eetings and conferences w as very disconcerting because people
autom atically assum ed you had a degree. A nd so w hen people
w ould ask me, where did you go to school, I'd tell them, oh, I w ent
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to [name of institution]. A nd then I sometimes kind of felt like I
needed to be honest and say, well I never graduated. At first I was
say that, I never finished. A nd then the question became w here did
you get your m aster's? And w hen I w ould give out, well I never
really finished my undergrad, people w ere always really kind of
shocked by that.
W hen asked if she felt that college coursework that she did complete had
prepared her for her career as a union director, Iris responded, "No. N ot a lick."
She noted that she was "a very tactile learner. Just practical experience, being
hands-on, learning as m uch as I can, being hands-on is really w hat has prepared
me." She also believed that even if she had finished her undergraduate program,
"there's no way that it w ould have prepared me for this job."
Mentoring and Role Modeling
Iris fondly recalled a former student employee that she still m aintained a
relationship w ith and noted:
She said that our conversations and the advice I had given her
th ro u g h the years had influenced her life.

She told m e she

appreciated the fact that even in her lowest time, I never judged her
or m ade her feel bad. She always felt that she had m y undivided
attention.
It w asn't until that m om ent that Iris was able to realize "w hat an im pact
you can have on someone."
Feminist Identity
W hen asked if she considered herself a fem inist, Iris em phatically
responded, "Oh God! No!" She noted that the term held negative connotations
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for her. She stated, "I look at it a s.. .when people are looking to recruit people for
a job, d o n 't look at the gender or the ethnicity...hire the person that is m ost
qualified, the best fit for your organization."
Future of W omen in the Field
Iris hoped that "w om en continue to be a strong force" in the field of
university u nion m anagem ent.

She w as h appy to see th at "w om en have

progressed and been able to get the positions, as far as the assistant directors,
associate directors and u nion directors are concerned.

I just hope th at

continues." She attributed the form ative m anagem ent style exhibited by the
m ajority of the female union directors she had observed as significant to the
success of wom en in the profession. She remarked, "W omen are very organized,
they're detail-oriented, they communicate better and w om en tend to be more
w arm and fuzzy as opposed to men."
Impact of Career on Personal Life
Iris looked to her family, her boyfriend and "a great group of friends" for
support. She noted that her parents "really did n 't understand" her role as union
director, "they just know that I w ork at the university and I have this director
title. They're so proud. But, I don't think they really have a true understanding
of w hat it is I do."
Iris realized early in her career in university union m anagem ent "that you
just can't do it all."

G ardening, travel and volunteering tim e w ith a local

com m unity agency have allow ed her to develop a sense of balance and
separation between her personal and professional lives.
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Summary
Iris had w orked in the hotel industry prior to her entry into the field of
university union m anagement. She held two operations-related positions prior
to her appointm ent as director at her current institution less than a year ago. Iris
felt that the im pact of her gender on her ability to succeed in the field was
limited, however, she was concerned that colleagues w ould feel that she was
hired because of her ethnicity. Iris refused to take w ork hom e w ith her at night
and relied on her staff members to respond to after-hours situations at her union
in an effort to establish boundaries betw een her work life and her home life.

Cross Case Analysis

The cross case analysis conducted in conjunction w ith this research project
grouped together the subjects' responses to questions included on the participant
profile and asked during the interview sessions. This technique was effective in
form ulating both a collective sense of the experiences of the nine female union
directors included in the research sam ple and advanced answ ers to the three
research questions related to the im pact of gender on the research subjects'
ability to obtain directorship positions, succeed in the field of university union
m anagem ent and effectively balance their careers w ith their personal lives.
This discussion of the cross case analysis begins by considering these three
topics and then examines some other related issues that em erged w hen the nine
cases were considered as a group.
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The Effect of Gender on the Ability to Obtain a Directorship

The majority of the respondents indicated that their gender had, little, if
any, effect of their ability to obtain a position as a university union director. The
lack of available directorships (due to the pattern of longevity in such positions
established by veteran male directors), perceived lack of competencies or skill
sets applicable to the operational aspects of the union m anagem ent field and
poor self-image in com parison to other (male) candidates for open jobs were
some of the examples given by participants as potential barriers that limited their
access to directorship positions. Each of these factors will be discussed below.
The Longevity Factor
Of the three factors cited in the previous paragraph, the m ost obvious one
relates to the pattern of longevity in the position. Clearly, one reason it took
longer for w om en to be hired in union director positions once wom en became
viable parts of the labor force is because these positions were already occupied
by m en and, once a person holds a union director position, that person is likely
to hold it for a long time. The m ost recent ACUI salary survey (ACUI, 2003)
noted that the average num ber of years that male union directors had held their
positions w as 9.2.

The average num ber of years th at the female directors

included in the study had held their positions was 6.9 (ACUI, 2003, p. 26).
Although the average num ber of years that the w om en featured in
this study have spent in their current positions is 7.7, two individuals included in
the sample for this study have served as the directors of their unions for 19 years,
each and one has served for 10 years. While several of the w om en were looking
for career options after the union directorship, this sort of career progression has
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not been commonplace in the past and was not part of thinking of the majority of
the wom en in the study. Thus, the source of the "glass ceiling" here - at least in
the past - m ay have been in the position itself, rather than gender bias. Because
the position traditionally been a term inal position rather than a stepping stone to
a "bigger and better" position, people have rem ained in this position for long
periods of time and blocked others - including wom en - from getting these jobs.
The lack of openings - rather than direct gender bias - m ay be the reason
for the long and arduous career paths to the union directorships observed in this
study. The respondents for this study had held a variety of positions w ithin
university union m anagem ent and student activities prior to obtaining their
respective directorships. Examples of previous job titles included: program m ing
advisor, resident assistant, scheduling coordinator and assistant director of
operations. These positions are indicative of the variety of w ork experiences that
union directors m ay have during their working lifetimes.
The nine wom en included in this study in fact, had 204 years of combined
experience in higher education administration. The average num ber of years in
the field is 22.6. The greatest num ber of years spent in the field of higher
education adm inistration by one of the participants is 36. The lowest num ber of
years is 12. A review of the data related to longevity in the field is dem onstrated
in Table 1.
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Table 1
Comparison of Data Related to Longevity in the Union M anagem ent Field

Years in
the
Field
Years as
Director
Years in
Current
Position

Ann
23

Barbara
22

Carol
17

Donna
36

Ellen
32

Faith
25*

Gwen
22

Helen
15

Iris
12

15

19

5

6

19

4

8

4

2**

10

19

3

6

19

4

4

4

1**

*Left the field in 1999
**Has held directorship for less than one year
These findings are consistent w ith those reported by Swanka (1998) and
generated through her survey of 37 female union directors in the United States.
Her results indicated that the majority of female union directors had been in the
field for m ore than ten years. More than half of her participants had been at their
current institutions for more than 10 years (Swanka, 1998, p. 17). Because her
focus w as alm ost exclusively on the career paths w om en took on their way to
union directorships, however, Swanka did not attem pt to m ake sense of the
rather elongated career paths she docum ented and, therefore, did not identify
longevity in the position as a likely explanation for the length of time associated
with acquiring the position.
The years of experience needed to achieve a union directorship is also
reflected in the average age of the participants, which is 48.4 years. The oldest
individual included in the sample is 59. The youngest is 39 years old.
As a result of the anticipated retirem ent of male adm inistrators, union
d irecto rsh ip s cu rren tly h eld by m en w ill becom e available to young
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professionals who aspire to hold a leadership position in the field of university
union m anagem ent. The sample assembled for this study is representative of
both the insurgence of young professionals and the "graying" of union directors
that will result in the retirem ent of m any of the field's seasoned veterans. At
least two of the wom en included in this study obtained their positions w hen the
previous (male) directors retired. One of the participants recently announced her
own retirem ent and is considering her future as a consultant or instructor in a
higher education adm inistration program.
The responses by the participants also suggest th at a union
directorship is now at least being thought of as a stepping stone for wom en who
are interested in p u rsu in g u p p e r level adm inistrative positions in higher
education. One of the respondents had already applied for an associate vice
president position on her cam pus.

A nother participant w as com pleting a

doctoral program and a third m ember of the sample w as considering enrollment
in a term inal degree program.
The Competencies and Skills Factor
A num ber of wom en spoke of their lack of competencies and skill sets,
especially w ith respect to h an d lin g the o p erational as apposed to the
interpersonal aspects of union m anagem ent and one could infer that this insight
m ight be another reason w hy certain w om en m ight not ever apply for union
director positions, or, if they apply, w hy search committees m ight see a female
applicant as less than qualified. N ot surprisingly, therefore, education and
training w ere extrem ely im portant to all of the participants.

Seven of the

respondents held a m aster's degree and one was enrolled in a doctoral program
dedicated to the study of organizational leadership. One of the w om en held a
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bachelor's degree and one has completed some college coursework, but had not
finished a degree program . All of the w om en w ith m aster's degrees felt that
their various graduate program s have prepared them for their respective careers
in

u n iv e rs ity

u n io n

m a n a g e m e n t,

p a rtic u la rly

acco u n tin g /b u d g etin g and personnel m anagem ent.

in

th e

a re as

of

A com parison of the

educational background of the respondents has been compiled in Table 2.

Table 2
Comparison of the Educational Backgrounds of Respondents

High School
Diploma
Undergraduate
Degree
Master's
Degree
Doctorate

Ann

Barbara

Carol

Donna

Ellen

Faith

Gwen

Helen

Iris

XX

XX

XX

XX

XX

XX

XX

XX

XX

B.A.

B.A.

B.S.

B.S.

B.A.

B.A.

B.A.

BS

-------

M.A.

M.A.

M.A.

---

M.A.

M.S.

M.A.

M.A.

---

***

-------

—

—

—

—

—

—

***In progress
Even though all of those interview ed valued form al training, all also
acknow ledged th at m any of the responsibilities associated w ith u n io n
directorship positions can only be learned th ro u g h practical experience.
Examples included crisis m anagem ent, construction and renovation, program
planning and m entoring.

The m ajority of the resp o n d en ts stressed the

im portance of extended learning o p p o rtu n ities offered by professional
organizations. They also indicated they utilized on-the-job experiences (such as
construction and renovation projects) to ask questions and gather additional
inform ation. Overall, respondents encouraged female students w ho m ay be
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-------

considering union m anagem ent as a career option to diversify their academic
and w ork experiences in order to produce well-rounded, m ultitalented young
professionals.
As the only participant w ithout a college degree, Iris w as atypical in
com parison to the eight other wom en included in the sam ple created for this
study.

H er ability to obtain a union directorship at a large, high-profile

institution dem onstrated that it was still possible to attain a directorship position
based prim arily on previous work experience and professional reputation.
The respondent's com m itm ent to education and their ow n educational
backgrounds coincide w ith previous studies (Blackburn, 1989; Milani, Johnston
& Brittain, 1992; Morton, 1999) that suggest that the recent wave of retirements,
larger staffing patterns and concern related to the attrition of staff will ultimately
"create new dem ands for career preparation in the field" (Morton, 2003, p. 45).
These results are also sim ilar to those found in Sw anka's (1997) study that
indicated that female union directors are m ore highly educated than those
included in studies conducted in the 1970s and 1980s (Clay & McMillan, 1974;
Delahunty, 1986).
W hile the fem ale directors interview ed for this stu d y felt th at a
combination of their education and practical experience has ultim ately prepared
them for their careers in university union m anagement, they also acknowledged
that the lack of standardization of curriculum s offered through college degree
program s (in higher education adm inistration, college stu d e n t services,
counseling, etc.) could result in inadequate and inconsistent preparation for
aspiring professionals.

These observations w ere echoed by Ratcliffe (1998)

whose assessm ent of trends and concerns in the field of university union
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m anagem ent indicated that few college degree program s are designed to prepare
college union personnel and fail to prepare union professionals for w hat m ay be
considered "essential functions of directorship positions, including budget
m anagem ent, facilities and operations m anagem ent and event planning and
services" (Ratcliffe, 1998, p. 24).
The Poor Self Image Factor
Some of the w om en in the study suggested a th ird factor that m ight
explain the lim ited num ber of w om en in union director positions in the past.
This factor could also lim it the num ber of w om en w ho apply for director
positions now that such positions are opening up. The factor involves low self
esteem and poor self-im age w ith respect to m eeting the dem ands of a
dem anding position. Donna, for example, had thought about applying for the
directorship of her union w hen her boss retired in the mid-1980s. She noted, "I
w ould have loved to have throw n my hat in the ring for that position at the time,
but I did n 't because my children were just starting elementary school at the time
and I really d id n 't think I could m anage that." Helen had been encouraged to
apply for an associate vice president position on her cam pus by the vice
president of student affairs. She adm itted that she "turned it dow n because I
didn't think I was ready."
Two points need to be m ade about this third factor. First, this third factor
suggests that gender bias m ay be more of a factor here than the w om en in the
study understand or acknowledge, to the extent that women, because of society's
socialization, do not think of themselves as being capable of taking on the role of
union director and do not even apply for such positions. G ender bias may,
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indeed, be operating here, albeit in an indirect (and even clandestine) m anner,
rather than a direct way.
Second, this third factor provides another perspective on w hy education
may be im portant for women: an advanced degree m ay m atter as m uch for the
status and credentials it confers (independent of any skills or know ledge it
actually provides) as for w hat is actually learned in a degree program . This
analysis is certainly consistent w ith w hat w as found in the literature review and
reported in Chapter Two about w om en's greater reliance on formal credentials
rather than personal relationships or netw orks as sources of career advancem ent
(Fox, 1989). This analysis, however, also extends the ideas found in the literature
by suggesting that credentials m ay have an intrapersonal benefit as well as the
benefit of enhancing a candidate's viability in the eyes of a search committee.

Impact of Gender on the Ability to Succeed in the Field

The female union directors that participated in this study all felt that their
gender has a greater effect on their ability to succeed in the field than their ability
to actually obtain a directorship position. One respondent com m ented that,
despite her longevity in the field, she still did not feel like she w as a m em ber of
the "club." Other w om en noted that they felt that their abilities w ere constantly
questioned or dism issed because of their gender. The ability of at least some of
the interviewees to begin to establish their ow n pattern of longevity in a field
dom inated by white males, however, indicates that wom en are able to be at least
som ew hat successful in overcoming (or at least circumventing) the on-the-job
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gender bias the w om en perceive. All the wom en, in fact, indicated that they
truly enjoyed their jobs.
This section of the cross case analysis reviews data related to the following
topics: salary issues, sources of frustration, leadership styles as an explanation
for perceived gender discrim ination and sources of satisfaction and support for
w om en in union director positions.
Salary Issues
One traditional indicator of gender discrim ination is salary differences
betw een m en and women. Historically, such differences existed in the field of
university union m anagem ent. Such differences were not especially evident in
this study.
The average salary for the wom en participating in this study was
$84,986.25. The highest individual salary received by one of the respondents was
$111,000.00. Two of the participants reported receiving the lowest salaries for the
group; $69,000.00 each. These results are significantly higher than the average
salary data gathered by Swanka (1998) that indicated that the average salary for
female union directors was $55,083.00.
A num ber of factors can explain this variation. First, five years have
passed and increm ental salary increases have been initiated for m ost positions
w ithin the field of university union m anagem ent. ACUI annual salary surveys
report average increases of three to four percent per year. Second, as previously
noted, all of the wom en interviewed for this study are em ployed at fairly large,
public, four-year institutions.

Third, Sw anka's larger sam ple w as m ore

geographically diverse. The geographical location of the facilities of each of the
respondents in this study are in urban locales and the high costs of living
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associated w ith these areas also u n doubtedly im pact the level of salaries
received.

Sw anka's study included a greater num ber of participants and

un doub ted ly included data from union directors from a w ider variety of
campuses.
Thus, for the wom en in this study, salary differences did not seem to be a
problem. Rather, on-the-job gender discrim ination took m ore subtle and less
obvious forms. Yet, the exact nature of discrim ination was difficult to pinpoint
even w hen w om en talked about their on-the-job frustrations.
Sources of Frustration
A lthough a num ber of interviewees complained about not being taken as
seriously as they believed their male counterparts were, m ost of the actual
problem s they articulated seemed to have less to do w ith gender than w ith the
nature of the role they played and the political environm ent of the universities in
which they worked. For instance, the responses provided by the participants
suggest that union directors struggle w ith the fact that their positions are seen as
m iddle m anagem ent positions.

The participants also indicated a sense of

frustration over the lack of respect given to the unions and their staff members as
well as the lim ited understanding of the directors' responsibilities by other
members of the cam pus communities (i.e., administrators, faculty and students).
The political roles that the female directors assume on their respective campuses
are clearly seen as a m eans to change this perception and elevate the overall
image of the union from "the fun house" to a facility that serves as a place for
learning, in addition to the traditional classroom setting.
It was apparent, in fact, that m ost of the w om en included in the study
w ere som ew hat fru strated by the politics th at w ere connected w ith their
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positions. Respondents complained that the time required to resolve politicallycharged issues prevented the respondents from pursuing activities they found to
be more useful and enjoyable, including interacting w ith students and staff and
conducting regular "walk throughs" of their respective facilities.
W hile the political aspects of their positions were view ed as some of the
least desirable parts of the job, the respondents' answ ers suggest that they
recognized the im portance of political work. W hether their distaste for such
w ork w as gender-related - whether, in other w ords, their m ale counterparts
found the politics of the job equally distasteful - could not be answ ered in this
study.
Leadership Style as an Explanation for Perceived Gender Discrimination
It is possible that one explanation for w hy wom en perceived on-the-job
discrim ination — b u t the sources of such discrim ination w ere so difficult to
pinpoint —relates to the w om en's leadership style. The descriptions provided by
each of the subjects related to their individual leadership / m anagem ent styles
were rem iniscent of those identified in previous studies (Astin & Leland, 1991;
Clark, Caffarella & Ingram, 1998; Clark, Caffarella & Ingram, 1999; Dailey, 1991;
McKenna, 1997; Schaef, 1992).

These w om en considered them selves to be

participatory, collaborative, inclusive and em pow ering in their approaches to
leadership. Staff m em bers under their supervision w ere encouraged to w ork
autonom ously and provide their own visions for their respective w ork areas.
It is im portant to note, however, that virtually all of the w om en in this
study did not feel that their individual leadership styles w ere indicative of their
gender. They noted that m any of these same m ethods w ere also practiced by
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their m ale colleagues and were m ore readily associated w ith student affairs
practitioners, in general.
One area w here there m ay be difference is the personnel m anagem ent
area. The concept of "splitting" described by Snee (1994) w as suggested by the
responses of the female directors w ho struggled to separate their personal
feelings from personnel issues. The majority of the respondents placed greater
weight on incidents that involved the term ination or discipline of staff members
than surviving a natural disaster, and suggested the psychological im pact of
their supervisory responsibilities. Again, it m ust be noted that the question of
w hether m en w ould think and act differently in the personnel area is beyond the
scope of this study.
Sources of Satisfaction and Support
Thus, it has been difficult to pinpoint in this cross case analysis the precise
w ay th at gender discrim ination has im pacted the interview ees on-the-job
activities despite the claims of m any interviewees that it, in fact, has had such an
impact. W hat is evident from the data, however, are clear sources of satisfaction
as well as obvious sources of support.
Included on the satisfaction index is the pow er union directors had on
their campuses. The data collected from the participants revealed that as union
directors, they had a trem endous am ount of pow er w ith in their cam pus
com m unities.

They w ere responsible for large, m ultipurpose facilities and

oversaw budgets w orth tens of millions of dollars. The responses provided by
the wom en included in this study suggested that they w ere proud of their ability
to create and project visions for the future of their various facilities. These
answers, however, were never overtly egotistical or self-aggrandizing.
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The majority of the wom en included in this study w ere able to identify
m en and w om en in the field of university u nion m anagem ent th at they
considered to be m entors or role models. Those that w ere able to identify their
m entors attributed that relationship to their ability to achieve their current
position. All of the w om en noted that they had colleagues (prim arily at other
cam puses) th at they tu rn ed to for encouragem ent, su p p o rt and feedback.
A lthough previous studies (Durnovo, 1990) have found that m entoring can be
associated w ith indiv iduals' abilities to obtain upper-level adm inistrative
positions, the majority of the wom en in this study have clearly achieved success
w ithout the benefit of a true m entoring relationship.
The majority of the participants also clearly valued their ability to serve as
m entors to their students and staff.

In addition to m odeling professional

behavior, the respondents also felt that they w ere able to provide additional
resources to allow their students and em ployees to learn m ore about union
m anagem ent and grow as professionals.

Exam ples included funding for

conference registrations, enrollment in w orkshops and seminars and assignment
to departm ental a n d /o r campus-wide committees.
Involvement in professional organizations was also evidently im portant to
the w om en that participated in this study. Despite their busy schedules, the
majority of the respondents have held leadership positions w ith the Association
of College Unions International, at both the regional and international levels.
Their roles have included m em bership on conference com m ittees, regional
coordinator positions and they have also served as facilitators or presenters at
both regional and international ACUI conferences. They looked upon their
involvem ent as another way to connect w ith students and young professionals
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and allow for inform al m entoring to take place. Their leadership roles w ith
ACUI also increased their level of visibility w ithin the organization and the
professional arena and enhanced the overall credibility of university union
directors in academia.
Summary
A lthough som e of the w om en in this study allu d ed to on-the-job
discrim ination, the precise nature of this discrim ination w as difficult to pin
down. Over all, it appears as if the w om en have developed the sort of support
systems that helped them cope with whatever discrimination - or w hatever other
problem - arises, and it was clear that all the wom en find their jobs satisfying
and fulfilling. W hether this thinking is different from the thinking of male union
directors - and if it is, w hether it contributes to a gender-based source of
frustration w ith the job - could not be determ ined by this study.

Effect of Career on Personal Life

The data collected indicate that w om en who choose a career path as a
university union director m ay face a variety of challenges in their ability to
balance their vocation w ith their personal lives. The union directors interviewed
in this study typically w ork ten to twelve hours a day and fifty hours a week,
leaving little time to devote to their families, outside com m unity organizations
a n d /o r hobbies and interests.
Four of the w om en included in the sam ple for this study identified
themselves as m arried through their responses on the participant profile. Three
of the respondents described their relationship status as single. Two of the
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participants selected the "intim ate partner" designator to indicate their current
relationship status.
Four of the female participants have children (three have m ore than one
child). Five of the participants do not have children. Three of the wom en with
children are all in dual-incom e, "traditional" families.

They credited their

spouses w ith enabling them to maintain the extended schedules that their careers
as union directors often dem and. The relationship status and the inclusion of
children in the lives of the respondents has been charted in Table 3.

Table 3
Comparison of Relationship / Family Indicators

Personal
Relationship
Status
Children

Ann
Single

Barbara
Married

Carol
Single

Donna
Married

Ellen
Married

Faith
Single

Gwen
Married

Helen
Partner

Iris
Partner

No

Yes*

No

Yes*

Yes

No

Yes*

No

No

*More than one child

All of the w om en w ith children described incidents in w hich their
offspring accom panied them to work.

The respondents' recollections were

entirely positive and indicated that their children were able to better understand
their m others' w ork experiences and enjoyed spending time at their worksites.
In fact, their ability to spend time on a college cam pus during their formative
years could influence their decision to attend college and increase the possibility
th at these children w ould be m ore involved as students.

N one of the

respondents indicated th at they received a negative reaction from their
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supervisors or staff m embers for bringing their children to w ork w ith them or
that the presence of their kids impacted their ability to perform their jobs.
The m ore common pattern for the m ajority of the respondents was to
rem ain single and childless. This finding is significant as it corresponds to recent
studies that indicate that wom en in academia actually delay or p u t off having
families because they feel pressured to teach and publish in order to be granted
tenure (in the case of female faculty members) or w ork the irregular hours and
extended w ork schedules associated w ith the union m anagem ent field (Anyaso,
2002; Hamilton, 2003).
Balance was equally im portant to the respondents w ithout children. They
all described interests or hobbies that they pursued w hen they were away from
their respective campuses, including travel, golf, reading and spending time with
family and friends.
Thus, all the wom en in this study indicated both that they m anaged to
find some balance betw een the dem ands of a dem anding job and the need for a
personal life. Some interviewees seem to do this balancing act better than others,
and it m ay be significant that the majority of the wom en in the study were not
m arried and rem ained childless. It certainly is w orth speculation about how the
dem ands of the job influence the attractiveness of the job to wom en, especially
w om en w ho w ant to be m arried and have children.

It is possible that the

dem ands of the job issue m ay be a fourth factor that helps explain the limited
num ber of w om en in union director positions.
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Summary

The findings for this study have been presented as both individual case
studies and as the results of a cross case analysis. The case studies allowed for an
increased understanding of each of the nine participant's daily responsibilities,
leadership styles and the impact of career choice on their personal lives. The
cross case analysis resulted in a collective sense of the sim ilarities and distinct
variations of the participants' ability to obtain their directorship positions, the
perceived im pact that gender has played on their ability to succeed in the field
and the strategies they have utilized to m esh their careers as union directors with
their personal lives. The following chapter will present a discussion of these
findings and how they respond to the study's research questions as well as ideas
for future research related to wom en in the field of union m anagem ent and
higher education adm inistration in general.
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CHAPTER FIVE
DISCUSSION

This stu d y focused on w om en w ho have been successful in w hat
traditionally has been a m an's world. More specifically, this project examined
the perceptions and experiences of nine w om en w ho currently hold or have held
the position of director or executive director of a college or university union
facility. W ritten participant profiles completed by each of the participants and
oral interviews conducted by the researcher yielded a w ide array of observations
and insights related to the ability of wom en to obtain union directorships, the
perceived im pact of their gender on their ability to succeed in the field and the
ability of these w om en to successfully balance their careers as union directors
w ith their personal lives.
This chapter provides an integrative view of the study's prim ary findings
as well as a critical assessment of the implications and limitations of the research.
Finally, this chapter also offers suggestions for future research related to this
particular population and the field of university union m anagement.

T h e E ffect o f G en d e r o n th e A b ility to O b ta in a D ir e c to r sh ip

According to the respondent's perceptions, direct gender discrim ination
had

little ,

if

any,

e ffe c t

on

th e ir

a b ility

to
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o b ta in

a

d irectorship positio n w ith in the field of univ ersity u n io n m anagem ent.
However, a variety of external and internal factors - some of which m ay have
been associated w ith the variable of gender - appeared to have a greater impact
on the ability of these w om en to obtain such jobs. Examples included the pattern
of longevity established by white male university union directors that limited the
num ber of available positions, the lack of practical experience related to facilities
m anagem ent and operations that had been obtained by the w om en during their
u n dergraduate and graduate program s, and their feelings of inadequacy or
incompetence in comparison to other candidates.
As a result of the limited num ber of available union directorships, wom en
seeking m iddle m anagem ent positions in student affairs and / or university union
settings tend to find themselves in program m ing positions (director of student
activities, associate director of programs, program director or program advisor).
W omen have also traditionally been relegated to positions that have been more
n u rturing or clerical in nature, including day care m anager, scheduling and
reservation m anager and inform ation/ ticket m anager (ACUI, 2003). The "glass
ceiling" that has been described by some of the respondents m ay be more of a
reality for some w om en than others, especially those that lack m obility or are
unwilling to relocate for more advanced career opportunities.
The participants' responses indicated that the m ajority of the wom en
included in the sample felt that they lacked the operational and technical skills
typically associated w ith union directorships w hen they initially obtained their
positions. A lthough the undergraduate and graduate program s com pleted by
the m ajority of the respondents had p repared them for the leadership and
m anagerial aspects of m iddle m anagem ent jobs, their educational experiences
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lacked coursew ork a n d /o r practicum requirem ents specific to the field of
university union m anagement. As a result, the female directors that participated
in this study relied u p o n on-the-job experiential learning, involvem ent in
professional organizations and attendance at conferences, sem inars and
workshops to provide them w ith supplem ental information and training specific
to their roles as union directors.
M any of the responsibilities associated w ith union directorships are also
unique to the individual union facilities and the cam puses they are located on.
Novice directors m ay need to familiarize themselves w ith the political climate of
their respective campuses and experience the annual cycle of events, programs,
projects and services that are frequently engrained in a union's history before
they can introduce any new ideas or visions for future change or growth.
Now, it m ay well be the case that males also often lack certain technical
knowledge required to succeed in the field of university union m anagem ent and
they m ost certainly often may not understand the unique features of a particular
situation or environm ent before on-the-job learning occurs. Men, however, may
be socialized in ways that lead them to have fewer self-doubts about their ability
to learn on-the-job. To the extent that gender factors played out in the cases
stu d ied here, it m ay have been in this subtle area of socialization and
internalized self-images.
The three w om en of color included in the study's research sample felt that
their ethnicity had a greater impact on their ability to obtain a union directorship
than their gender. Somewhat ironically, all three expressed concern that, now
th at they attain ed a u n io n director position, m em bers of their cam pus
com m unities a n d /o r colleagues m ight credit their a p p o in tm en t to their
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respective positions as an attem pt to meet affirmative action requirem ents or fill
quotas, rather than being based upon their experiences and qualifications. These
w om en found that it w as difficult to distinguish between incidents of sexism and
incidents of racism that they had experienced during their individual working
lifetimes.

The Impact of Gender on the Ability to Succeed in the Field
W hile the w om en included in this study m ay not have felt that their
gender had im pacted their ability to obtain a directorship position, their
responses clearly indicated that they believe their gender had an effect on their
ability to succeed in the field.

Particularly significant w ere incidents of

disrespect by male colleagues and the pressure felt by female directors to gain
and dem onstrate competency in areas that were considered the dom ain of males
(i.e., co n stru ctio n and renovation, fiscal m anagem ent, o p eratio n s and
maintenance).
The m ajority of the participants recalled situations in w hich they were
ignored at meetings, felt that their knowledge or ideas w ere being questioned or
dism issed, or w ere excluded, because of their gender, from out-of-office
experiences w here business-related issues w ere discussed and decisions were
m ade (e.g. golf outings, happy hours, etc.). The respondents also suggested that
they felt compelled to w ork harder in an effort to prove to their supervisors and
co-workers that they were truly w orthy of their positions. Two of the w om en
w ho had relocated to new cam puses for their current directorships found that
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they needed to re-establish their credibility despite their previous w ork histories,
educational credentials and professional reputations in the field.
In p art because of the perceived need to continually prove them selves
w orthy of their jobs, all of the subjects noted that they w ere willing to address
their respective professional weaknesses and m ade continuous efforts to add to
their know ledge and understanding of inform ation that w as relevant to their
positions. Their learning strategies included attending sem inars, conferences
and w orkshops, utilizing discipline-related listserves, netw orking w ith other
directors that m ay have shared similar experiences or circumstances and simply
asking questions during meetings w hen additional insight was needed. N ot all
of these activities were always m otivated by the perceived need to continually
prove their w orth because of their gender of course, b u t undoubtedly this was
p art of the motivation. All of the w om en also discussed their willingness to
w ork long hours, attend countless m eetings and program s and serve as
advocates for students and their needs on various cam pus-w ide committees.
W hether they worked longer and harder than their male counterparts could not
be determ ined in this study, of course.
The participants' responses indicated that the im pact of gender was not
always negative. A num ber of them noted that they had dedicated themselves to
this profession and actively m odeled the basic tenets of the university union
philosophy:

fostering a sense of com m unity, offering quality program s,

activities, services and facilities and educating students in leadership, social
responsibility and values (w w w .acuiw eb.org/public/ab o u t/ro le.asp ). Despite
the political undercurrents typically found on college and university campuses
and their im pact on m ost union directorship positions, all of the wom en clearly
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enjoyed the m ultifaceted aspects of their w ork and did not express regret over
their decision to p u rsu e a directorship or rem ain in the field of u nion
management.

Impact on Personal Life

The data collected from the participant profiles and oral interview s suggested
that the female union directors' decision to pursue a career in university union
m anagem ent has had a noticeable impact on their personal lives. While the four
w om en included in the sam ple for this study that identified them selves as
m others appear to have successfully balanced their jobs and their familial
responsibilities, the num ber of w om en that identified them selves as single and
childless can also be seen as significant.
Three of the female directors w ith children were all in stable relationships
and traditional family settings that included a spouse and the luxury of two
incomes to assist w ith the costs associated w ith housing, transportation and child
care. One w om an had been w idow ed at a young age and began to w ork in the
student activities office at a local college cam pus to support her family. While
her financial resources m ay have been significantly less than those of the m arried
w om en in the sam ple, m any of the strategies she em ployed to balance her
personal and professional roles w ere sim ilar to those described by the other
respondents w ith children. For example, the single m other also brought her
children to w ork w ith her and allowed her youngsters to actively participate in
the program s and daily workings of her union.
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The four female directors w ith children indicated that having a family and
a career forced them to adopt routines or incorporate structure into their daily
schedules in order to provide some sense of order to their lives. These findings
are consistent w ith those of previous studies (McKenna, 1997; Nobbe & Manning,
1992; Swanka, 1997; Swanka, 1998) w hich exam ined the lack of flexibility and
su p p o rt w ith in o rg an izatio n al en v iro n m en ts th a t c o n trib u te d to the
dissatisfaction of w orking m others and m ay have resulted in the loss of highly
capable and productive employees. Recommended strategies by the participants
w ith families included m axim izing their productivity during their time at the
office (i.e., "working smarter") and the use of flexible schedules and technology
(conference calls, voicemail, email and fax machines) to allow w om en to w ork
from home, w hen necessary.
One participant was fortunate enough to have her spouse serve as a "stayat-hom e-dad" for the first few years of their child's life. This situation was
unique, however, w hen compared w ith the other wom en in the sample that also
had families. W hile tw o of the other female directors w ith children shared
parenting responsibilities w ith their husbands, it w as still apparent that the
wom en perform ed the majority of the tasks associated w ith their roles as their
offspring's prim ary caregivers.
U nion directorships require individuals to be physically present at their
job sites, lim iting the plausibility of working from hom e or telecom m uting on a
regular basis. The responses of the w om en included in this study, however,
suggested that female union directors have been able to develop trusting and
communicative relationships w ith their staff members that enabled them to limit
the am ount of time that they are required to spend at work.
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The responses given by the participants during their individual interview
sessions suggested that female union directors w ere able to establish boundaries
between their personal and professional lives, regardless of their relationship or
family status. One of the respondents, for example, refused to have an internet
connection at hom e and instead, relied on the phone an d voicem ail to
com m unicate w ith her staff m em bers during off-hours or in the event of an
emergency. The majority of the participants indicated that they preferred to stay
at w ork and complete tim e-sensitive projects or tasks, rather than take them
home as "homework."
All of the w om en included in this study recognized the im portance of
balancing their personal and professional lives. Hobbies such as travel, golf,
gardening and reading and volunteer service to local com m unity agencies were
all given as examples of activities that these w om en explored in an effort to
separate themselves from their professional roles.
Finally, the data collected suggested that each of the participants had their
own personal concept of success and w hat success m eant for them. For some of
the women, it appeared that their image of success included their role as a union
director, a home, spouse and children. Others apparently view ed success as their
achievem ent of a union directorship, holding a leadership position in a
professional or com m unity-based organization, their decision to p u rsu e a
term inal degree and / or the creation of new program s and facilities on their
respective campuses.
W hile the m ajority of the w om en interview ed appeared content or
satisfied w ith their current positions, two of the w om en included in the sample
hoped to use their directorships as stepping stones to upper level administrative
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positions w ithin student affairs. One of these wom en was already an applicant
for an associate vice president opening at her current institution. The other
wom an had been encouraged to apply for a similar opportunity at her campus,
b u t w anted to enroll in a doctoral program prior to considering another role in
higher education administration.
The variances in the perceptions of success by the nine wom en featured in
this study caused the researcher to question the existence of a "glass ceiling"
w ithin the field of university union m anagement. Does a "glass ceiling" actually
exist, or are the m ajority of these w om en unw illing to accept the additional
challenges that an u p p er level adm inistrative position m ight pose (such as
additional hours, travel, possible geographic relocation and the requirem ent to
learn new skills or competencies)?

Suggestions for Future Research

A longitudinal study of the participants included in this project is easily
w arranted to determine how m any of the subjects rem ain in the field, are still at
their current institutions, have continued to advance in the field of higher
education adm inistration or have left the field entirely over the next decade or
more.
As the sam ple created for this study contained w om en that were all
em ployed at large, public institutions, this study could also be repeated w ith
female union directors at small, private institutions, for com parative purposes.
The resulting data could provide answers to questions related to the discrepancy
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in salaries and the overall scope of responsibilities assum ed by w om en in
directorship roles.
The sam ple utilized for this study could also be com pared to other
divisions w ith in stu d en t affairs w here m iddle m anagem ent positions are
d o m inated by w om en (i.e., stu d e n t activities).

Do w om en in m iddle

m anagem ent positions in other divisions of student affairs experience any or all
of the challenges faced by wom en in union directorship positions (inability to
establish collegial relationships w ith male colleagues, feelings of inadequacy or
incompetence, varied perceptions of opportunities for advancem ent in the field,
inequity in pay, etc.)?
A dditional research also is necessary to continue to explore the overall
progress of w om en in the field of university union m anagem ent. Will more
w om en enter the field as a result of the retirem ent of long-term male union
directors?

Studies to answ er this question could be conducted in five-year

increments to track changes over an extended period of time.
While the sample for this study contained three w om en of color, it is also
im portant to continue to investigate the entry of underrepresented populations
into union directorship positions. How m ight their experiences differ from male
colleagues of color a n d /o r Caucasian m en and women?
Finally, it is im portant to examine the continued success and achievement
of w om en that currently serve as directors of union facilities on college and
university cam puses throughout the U nited States.

It w ill be particularly

interesting to determ ine if female union directors establish the patterns of
longevity in their positions similar to those of their male predecessors. Or, will
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union directorships finally be view ed as an appropriate segue-w ay to a vice
presidential or presidential post?

Recommendations

Clearly, there is still work to be done in the field of university union
m anagem ent to attract wom en to directorship positions and provide them with
training and resources that will help to ensure their success. For instance, the
idea of regional and national workshops related to wom en in union m anagem ent
still need to be developed and offered by professional organizations such as
ACUI, NASPA and NACA to encourage young female professionals to consider
a union directorship as part of a career path in higher education administration.
Additional educational sessions are also essential to better prepare w om en for
w ork in operations and facilities m anagem ent positions. The issue of affordable,
on-site child care at conferences and seminars also needs to be addressed to
enable more w om en to attend professional development opportunities and still
m aintain that sense of balance in their lives.
Since personnel issues appeared to be the crises that affected the wom en
in this study the most, supplem ental training in conflict m anagem ent/resolution
and hum an resources m anagem ent is also suggested. A dditional preparation in
these areas w ould hopefully alleviate some of the feelings of anxiety that female
directors have described w hen they have been required to discipline or terminate
employees w ith whom they had close personal relationships.
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Reflections on the Research Process
Now that this project has ended, it is easy to look back and think about
alternate approaches that could have been taken. For example, the findings for
this study w ould probably have been significantly different if employees and
students associated w ith each of the subjects had been interviewed as well. This
additional m eans of data collection w ould have helped to ensure the credibility
of the participant's responses to the various questions asked during the oral
interviews, particularly those related to leadership / m anagerial styles, crises
m anagem ent and their ability to balance their professional and personal lives.
Findings m ay also have been affected if the subjects have been observed in
their respective work environments. Because the interviews were conducted
during various ACUI annual conferences, the goddesses included in the sample
were rem oved from their natural settings (i.e., their respective unions). Again,
this increased the probability that their responses m ight be more subjective or
introspective that anticipated. It is believed, however, that the professional
reputations of the subjects and the researcher's existing knowledge related to
university unions limited the need for site visits to be included in the
methodology of this study.
The fact that all of the wom en included in the sample were employed at
large, four-year, public institutions was entirely coincidental. And, while the
data they contributed to this study was significant and indicated that wom en are
capable of serving as directors of some of the largest, high-profile union facilities
in the United States, it was difficult to fully determine w hat inequities continued
to exist for w om en in this field (pay, hours, treatment, etc.) because the working

120

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

environments of all of the subjects were so similar. Due to this limitation, the
selection and inclusion of female directors from small, rural campuses in the
research sample w ould have been valuable to this study for comparative
purposes.
Conclusion

As the tw enty-first century continues, it is inevitable that m ore wom en
will continue to go into professional fields that have previously been dom inated
by men. The field of university union m anagem ent is no exception. This study
has attem pted to explore the ability of w om en to obtain directorship positions in
college or university union environments. It is m y hope that the insights of the
respondents as well as m y analysis of those insights will contribute to a better
understanding of the common experiences and dilemmas faced by individuals in
directorship positions. It is also hoped that the challenges specific to w om en in
these positions will be better understood and that supervisory a n d /o r policy
changes will encourage more w om en to enter the field.
In his exam ination of leadership effectiveness in the field of university
union m anagement, Zarr (1992) noted, "The great unions of yesterday, today and
tom orrow are those unions that have innovative, dynam ic leadership" (p. 88).
Like the Greek and Roman goddesses that paved the w ay for their followers
th rough their em bodim ent of w isdom , caring and success, the goddesses
included in this study have dem onstrated their ability to provide the vision,
intellect and guidance to take their respective facilities into the future.

In

addition, the wom en (and men) w ho follow in their footsteps can benefit from
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th eir w isd o m an d learn from th eir struggles, as w ell as from th eir
accomplishments.
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Appendix A
University of San Diego, School of Education
CONSENT FORM
Susan Payment, a doctoral student in the School of Education at the University of San Diego, is
conducting an ethnographic interview as part of the research phase of her dissertation project.
1.

The interview will serve as a study of women employed in the field of university union
management. The purpose of this research is to gain further insight into the experiences
of female union directors and the impact of their gender on their work with colleagues
and students.

2.

No expected risk is anticipated other than mild fatigue related to my participation in the
interview process.

3.

The interview will be audiotaped and transcribed for analysis; the tapes and notes will be
destroyed after five years. I understand that my identity will remain confidential. I also
understand that I will be given transcripts of the audiotape to review and edit, upon
request.

4.

I can benefit from the opportunity to talk about my experience as a university union
director and what I have learned through my work in the field.

5.

My participation in this study is entirely voluntary and I understand I may refuse to
participate or withdraw at any time without penalty. There are no expenses associated
with this study which I must incur.

6.

Susan Payment has explained the research project to me and answered my questions. I
understand that if I have further questions, I may contact Susan Payment at any time at
(619) 260-4590 or (619) 586-1504. I may also contact Ms. Payment's dissertation chair, Dr.
Robert Donmoyer, at the University of San Diego at (619) 260-7445.

7.

There are no other agreements, written or verbal, related to this study beyond that
expressed in this consent form.

8.

I understand that I will participate in one sixty-minute interview. The data collection
will take no more than one initial scheduled meeting. Follow-up interviews may be
scheduled in the future to obtain additional data and clarify details obtained during the
initial interview.

9.

My identity will be will remain confidential and I will be assigned a pseudonym in the
transcription of the interview.

I, the undersigned, understand the above explanations and on that basis, consent to voluntary
participation in this research.

Signature of Participant

Date and Location

Signature of Researcher

Date

Signature of Witness

Date
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Appendix B
Women University Union Directors
Participant Profile

Name:
(Last)

(First)

(Middle/Maiden)

Date of Birth:
(Month/Day/Year)
Birthplace:
(City/State/Country)
Personal Relationship Status (select one):
•Single
•Married
•Separated
•Divorced
•Widowed
•Intimate Partner
Please describe your formative years (including where you grew up, childhood
hobbies/activities, etc.)

Educational Background (please list school(s) attended and degree(s) received, starting
with most recent):

Employment History (please list all prior work experience, starting with your current
position):

Current Salary:

Please describe the organizational structure of your current work environment:

How did you become involved in university union management?

136

Reproduced with permission of the copyright owner. Further reproduction prohibited without permission.

What do you enjoy most about your role as a union director?

What do you enjoy least about your role as a union director?

How has your career as a union director impacted your personal life?

Do you see yourself as a mentor? If so, how and for whom?

What are your views regarding gender equity for female union directors?

Thank you for your cooperation
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Appendix C
Interview Questions

1.

How do you view your role as a union director?

2.

Describe a typical day at your union.

3.

Describe your management style

4.

How do you feel that your management style differs from that of your male
colleagues?

5.

Have you ever felt that your gender has limited your ability to succeed in the field
of university union management? If so, how?

6.

What advice would you give to a young woman who intends to enter the field of
university union management?

7.

Do you feel that your educational background prepared you for your current
position? Why or why not?

8.

What are your hopes for the future for women in your field?
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